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ABSTRACT
The turnover rate for inside sales team, particularly in Central Florida, is exceedingly
high. I have experienced this negative scenario managing inside sales teams for two major
Telecom companies over the past 11 years, having as many as 40% of the salesforce resign
within 30 days. Organizational costs to hire a new salesperson can be as high as 300% of the
replaced employee’s salary and take as long as eight months to reach full productivity. The
purpose of this research is to determine the internal and external factors that impact a
salesperson’s propensity to leave a company. This qualitative research study applies the
employee turnover model designed by Mobley et. al. Interviews with current and past inside
salespeople provide the data for coding and analysis. The study results prove that many factors
impact the propensity to leave, and no single attribute is prominent. Most important to those
interviewed was the flexibility of the company to create a work/life balance followed by dynamic
sales quotas and key performance indicators. The interviewees’ expectations were that
compensation, work environment, operational support, and the tools needed were on par with
contemporary standards. Any deviation could trigger one to review the expectations they receive
from their job against those available in other companies. Based on the research conducted,
companies that can embrace and execute a flexible work environment along with dynamic
performance indicators will see an improved employee turnover rate.
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CHAPTER ONE:
INTRODUCTION
Why Employee Turnover?
Nothing can be more frustrating to the success of a sales team than the infamous
statement, “I am leaving; here is my two-week notice.” Sales forecasts delivered to executives
and Wall Street are based on a team’s performance at full headcount. My experience as a sales
leader for multiple sales organizations led me to research employee turnover because I have
experienced this negative scenario too many times and have had as many as 40% of my
salesforce resign within 30 days.
Employee turnover is rarely expected except for performance issues; this type of attrition
can be good if all forms of performance improvement have failed. The unexpected exodus of top
performers, without notice, is the turnover that seriously impacts teams, customers, and the
parent company. Many factors that influence the propensity to leave an organization have been
identified. In general, they can be tracked to various psychological and behavioral stages that
precede the decision to quit (Katsikea, Theodosiou, & Morgan, 2015), but we cannot assume the
same factors that impact most organizations affect inside sales. In fact, I was unable to find any
studies focused on employee turnover in an inside sales organization.
The turnover data for inside and outside sales in organizations with which I have personal
experience added to the need for more research in this area. In the company at which I was
employed, turnover for direct sales surpassed 45% annually while turnover for inside sales was
10 percentage points higher at over 55%. Though both numbers are high, delving into the details
1

reveals some teams are much lower than the mean while others are more than double the mean.
Research has provided evidence suggesting salespeople are the highest ‘risk group’ for staff
turnover compared to other groups within a company, with some estimates between 30% to 70%
per annum (Katsikea et al., 2015). My experience showed inside sales in Central Florida at a
much higher rate, with some over 100% annually. In an Harvard Business Review article about
the issues poor onboarding causes, Keith Ferrazi (2015) attributes the poor experience to the
exodus of talented employees. He noted the following (2015):


“Nearly 33% of new hires look for a new job within their first six months on the job.
(Among Millennials, that percentage is even higher … and it happens earlier” (pg. 58).



“Twenty-three percent of new hires turn over before their first anniversary” (pg. 58).



“The organizational costs of employee turnover are estimated to range between 100% and
300% of the replaced employee’s salary” (pg. 58).



“It typically takes eight months for a newly hired employee to reach full productivity”
(pg. 58).
Performing a deeper examination of local sales organization, my experience with four

national inside sales locations (Orlando, Atlanta, Louisville, and Kansas City) show a turnover
variance of 30%, with the lowest location at 45% and the highest just over 75%. Team variance
at each location mirrored these percentages, with some teams showing no employee turnover
while others exceeded 100%. Simply stated, employee turnover this high is like replacing an
entire team and more over a 12-month period. Conversations with managers and directors of
other inside sales teams in Central Florida revealed the problem of employee turnover quickly
was becoming an issue at many other locations.
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Employee turnover should be a concern of any business. How to best manage and curtail
the loss of good employees also should be a concern. While some turnover is good, it is
important to answer the following questions about employee turnover: How do you define good
turnover versus bad turnover? What factors impact this critical business metric? Within an
organization, are there positions that significantly impact the business? This project examines
internal and external attributes that influence inside salespeople to leave their current employer
for a new employer who may be in close physical proximity. Central Florida, including the
greater Orlando area, has numerous inside sales organizations that employ hundreds of inside
sales executives, including the notable names of ADP, Spectrum, Staples, CenturyLink, Sprint,
Liberty Mutual, Finestra as well as many smaller companies.
What is an Inside Sales Organization?
The typical inside sales office is a large single or multi-floor office building lined with
cubicles for employees to work and call home during their eight to ten-hour workday, depending
on their shift. The cubicles have a desk, computer, and phone, with standalone or phone software
in the computer. The computers utilize the typical suite of office products and one form of
customer relationship management software (CRM) with access to proprietary tools and software
programs unique to the business. More progressive offices have opted for a more open
atmosphere with many conveniences available to help mitigate the monotony of inside sales.
Inside sales offices have gained recognition as a viable partner and, sometimes, as competitors to
direct sales simply because they can provide the same service levels as direct sales at a reduced
cost as well as generate new business across a much larger footprint, which is accomplished
through internal efficiencies desired by businesses. Customers have grown accustomed to the
availability of an inside salesperson, who is usually only a phone call or email away; however,
3

the persistent disadvantage of inside sales could be the impact employee turnover has on
business continuity.
Sales managers or supervisors are charged with leading a team of approximately eight to
14 inside sales representatives in obtaining a sales quota. The quota is met by answering inbound
calls from customers who may be responding to any form of marketing media or website. The
opposite is outbound calling and involves the interruption of a potential or existing customer’s
day. Hundreds of calls are answered or made daily by the inside sales organization to sell
products or services to existing and potential customers. Inside salespeople work from their desk
the entire shift and rarely, if ever, meet a customer face to face.
Statement of Purpose
As I started researching, I drew some conclusions based on theories I have been exposed
to as well as literature reviewed. In addition to the employee turnover model Mobley et al.
introduced, organizational justice theory, sensemaking theory, attribution theory, game theory,
goal setting theory, and equity theory all potentially possess the answer to employee turnover.
Organizational justice theory looks at how fairly individuals feel they are being treated
individually. Closely tied to organizational justice is sensemaking theory, which examines events
within an organization as well as how those events impact present and future behavior.
Attribution may be a factor for those who look closely at how they perceive past success and
analyze failures. Game and goal setting theories explore strategies for a specific outcome. It can
be assumed and proven that many salespeople have utilized gaming or goal theory in their daily
strategy for success.
This research project focuses on the application of the employee turnover model
(Mobley, Griffeth, Hand, & Meglino, 1979) (Appendix 5) through qualitative interviews of
4

existing inside salespeople. Participants have years of experience in the field and have worked
for more than one inside sales organization in Central Florida. Their insight and candor provide
the data to help answer the questions on internal and external factors that cause employee
turnover in an inside sales organization. The application of organizational justice theory shows,
from the participants’ perspective, if they were treated justly and fairly in their previous roles.
This application provides an overall perception as applied to organizational justice, in
some references the data will lean more towards distributive justice or procedural justice.
Applied in sales, distributive justice examines people’s perceptions of the fairness of outcomes
they received (Miles, 2012). The second possible subordinate theory is the procedural justice
theory, which looks at the fairness of the procedures used to determine the outcomes they
receive, from the viewpoint of the interviewee (Miles, 2012). Both theories will help define the
attributes causing higher than normal employee turnover.
Motivation and Research Questions
The intent of this research project is to answer two questions many companies would like
to know and, by doing so, mitigate the causes of high employee turnover. The two questions are:
1. What are the internal factors of an organization that impact inside sales performers to
leave their current employer?
2. What are the external factors of an organization that impact inside sales performers to
leave their current employer?
Balancing the benefits and costs of retaining top performers is a struggle many
companies face (Lu & Gursoy, 2016). Top performers most likely have been rewarded for their
contributions and have the experience and knowledge to endure any changes, but the best
performers have a breaking point. Does the physical location or work environment impact
5

employee turnover or are there bigger issues? Do specific teams fare better or worse due to the
management of these teams, or is the concern with compensation whether salary or commissions,
the obstacle that impacts employee turnover the most?
Salespeople are extremely mobile and realize they can work anywhere, which makes
retention even harder (Aronauer, 2007). Past research has been conducted regarding perceived
organizational support (POS) (Agnihotri & Krush, 2015) and the impact support can have in
leading to the decision to leave. This research project investigates the complete work
environment, including the building/neighborhood, tools provided, and the operational support to
help determine if POS is a factor leading to employee turnover.
Past research is divided on whether good salespeople leave a company over pay or poor
management. Supervisory behavior can influence employee job satisfaction significantly, which
positively impacts organizational commitment and reduces turnover intentions (Mathieu, Fabi,
Lacoursiere, & Raymond, 2015). How do personal relationships at work impact one’s intention
or action to leave? Many inside salespeople develop strong relationships with their peers; some
argue this bond can withstand the biggest disruption or changes in compensation plans. Past
research has labeled this bond as the “pull to stay” force; it states employees are more likely to
stay when positive relationships with co-workers exist and good health benefits are provided
(Tse, Huang, & Lam, 2103).

6

CHAPTER TWO:
LITERATURE REVIEW
Research Protocol
The protocol used for my initial research capitalized on the different databases available
through the University of South Florida (USF) library. All of the research below was reviewed
then filtered to focus on scholarly journals and those that had been peer reviewed. Some journal
articles were included simply based on relevance to the topic.


ABI/Inform Global was the main University database searched using the following
criteria
o Multiple filters were used to generate a diverse, but targeted pool of articles


The filter used for the first search was (Inside Sales and Employee
Turnover)


Only two scholarly/peer reviewed articles were generated and
reviewed



The second group of filters used was (Sales and Employee Turnover)


Sixty-six peer reviewed scholarly articles were generated
o A high percentage of these articles focused on direct or
retail sales, which is different than inside sales. However,
some information was deemed important enough to make
the reference tables.



The third filter used was (Sales Employees and Turnover)
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Sixty-four peer reviewed scholarly articles were generated
o Some were duplicates from the second group, but some
were new



The fourth and final filter used was (Employee Turnover and Salespeople)


One hundred seventy-two scholarly peer reviewed articles were
generated
o Twenty-nine were selected as relevant for the research
o Published between 2000 and 2018



Google Scholar was used to cross-reference the results from ABI/Inform Global as a
secondary search using the filter (inside sales and employee turnover).
o Initial results from this search yielded 528 articles from 2013
o A second search was completed in Google Scholar using the filter (telesalespeople and turnover)


One thousand one hundred and twenty publications were generated, of
which 240 were from 2013

o All filtered articles were reviewed for the number of citations, and only the
highest were cross-referenced with the results from ABI/Inform Global for
duplicates. If not part of the list, they were added. In the end, 10 new articles
were added to the final 29 from ABI/Inform Global.
The protocol used for researching past scholarly work in this area was extensive.
ABI/Inform Global and Google Scholar were the primary databases reviewed. More than 500
articles in Google Scholar, along with different filters in ABI/Inform Global, provided hundreds
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of articles to review. Articles from Google scholar and ABI/Inform Global were used for this
RQR. All research articles were gained through access to the University of South Florida library.
Interaction with front-line sales and sales management from different employers has drawn
attention to four areas that are critical in managing employee turnover. The literature summary
targets these four areas: 1. team or the people they work with; 2. management, including their
direct supervisor and others they meet; 3. location which, includes the work environment and
support mechanisms; and 4. compensation, including commission. The summary has been
divided into four tables, each focusing on a specific factor. Each table provides a summary of
findings along with a central theme or factor associated with the article. Most articles reviewed
were scholarly and peer reviewed. Exceptions included industry-related anecdotal information
related to their research.
The literature summary identifies factors in salesperson turnover from a team perspective
(Table 1). In general, sales has been identified as a mobile profession, meaning it is not
uncommon for a salesperson to move from one company to another easily. Retaining salespeople
is becoming harder and harder (Aronauer, 2007). At all levels, direct selling firms have identified
turnover as a major issue, realizing the impact it will have on the success of the business
(Wotruba, Brodie, & Stanworth, 2005). Communicating the importance of job expectations and
building them into the design by human resources (HR) has proven to provide significant returns
to the company (Levenson & Faber, 2009); however, other frontline specialists can disrupt the
efforts of a frontline salesperson unless management realizes this and installs a controlling
device (Arndt, Karande, & Harkins, 2012). This disruption should not be confused with the
difference in factors impacting turnover between high performers and low performers, as many
positive outcomes may be associated with turnover if low performing salespeople leave the
9

organization (DeConinck, 2011) (Johnson, Griffeth, & Griffin, 2000). Salespeople do the same
and analyze their future with a company based on performance and how well they assimilate into
the existing culture (Lu, Bonfrer, & Voola, 2015); allowing the salesforce more input into
decisions and processes of the company can impact the retention of salespeople, but it must be
balanced with the associated costs (Brashear, Manolis, & Brooks, 2005). Strong performers are
more likely to want to leave when working in a poor ethical climate (Fournier, J.F., Chonko, &
Manolis, 2010). A company with high ethics has many benefits.
Table 1. Identifying factors in salesperson turnover-team
Finding1


Because sales is so mobile, good
sales people can work anywhere,
making retention even harder



High turnover and low productivity
among the sales reps (RSRs) was
making it progressively harder to
meet sales targets
Continuing to base plan
performance on the field's ability to
simply 'do better' was not a
sustainable business strategy
Intentions to quit (ITQUIT) as a
precursor to turnover is different
between multi-level (ML) and
single level (SL) direct salespeople,
but neither this difference nor
ITQUIT itself is related to
demographic characteristics.
ITQUIT is related, however, to
behavioral and attitudinal variables.
Effectively improving job
satisfaction may rest on the
foundation of properly diagnosing
what aspects of the job are most
and least satisfying to the
salespeople and then devising
activities and policies to protect the
positive and improve the negative
aspects







1

Industry/Sample
Size
general/Sales and
Marketing journal

Food manufacturing
and delivery/ 200
sites

Direct salespeople
various
industries/638

Comments in findings in table 1 are quotes from original sources
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Themes/Factors

Sources

Salespeople are
engaged employees as
well as brand
ambassadors
Building job design
capabilities into HR
offers high return on
employee investment

(Aronauer, 2007)

Turnover is a
significant issue for
direct selling firms and
differs between multilevel and single level
firms

(Wotruba, Brodie, &
Stanworth, 2005)

(Levenson & Faber,
2009)

Table 1 (Continued)


Finding2



Salesperson perceptions of crossfunctional conflict are influenced
by the performance of other
frontline functions, such as
servicers and cross-sellers
Cross-functional training directly
reduces conflict between
salespeople and cross-sellers
Group cohesion directly reduces
salesperson conflict with
servicers
Specifically, satisfaction with
promotion, supervision, work, and
global satisfaction contribute to our
understanding of turnover
functionality
There may be many positive
outcomes associated with turnover
if low-performing salespeople leave
the organization. For example, the
prevention of stagnation and
complacency, the facilitation of
change and innovation, and the
generation of new ideas that new
employees bring into the
corporation should be recognized
What Johnson et al. point out is that
the nature or turnover is as
important as its rate. If good people
are leaving and poor performers are
staying, we have what Johnson et
al. describe as "dysfunctional"
turnover. The contrary situation
(poor performers leaving while we
keep the better sales people) is
recognized as "functional" turnover,
something we want to encourage









2

Industry/Sample
Size
Frontline
salespeople in auto
dealerships/89

Themes/Factors

Sources

Conflict between
salespeople and other
frontline specialists can
disrupt the sales
process, marring the
customer experience

(Arndt, Karande, &
Harkins, 2012)

B2B salespeople in
various
industries/217

Factors impacting
turnover between high
performers and low
performers

(Johnson, Griffeth, &
Griffin, 2000)

Comments in findings in table 1 are quotes from original sources
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Table 1 (Continued)
Finding3














3

Salespeople assess their long-term
utility of staying with the firm
based on a combination
of performance and how well they
fit with the organization.
The goal of this study was to
demonstrate how one could
incorporate both personorganization fit and satisfaction
with job performance in a model
that considers forward looking
behavior by salespeople who face
the decision whether to stay or
leave a sales organization. We have
demonstrated the value of this
model and suggested the insight
that perhaps fit is more important
initially than performance (with
these roles reversing with tenure)
As perceptions of justice increase,
firms will benefit from lower levels
of salesperson turnover
Turnover rates are considered high
during the 1996-1997 time frame
averaging 15% and approaching
50% within some industries
In addition to justice and control,
trust is also important in
salesperson-sales manager
relationships
Trust is modeled as a mediating
variable
An important aspect of turnover is
functional (valued employee)
versus dysfunctional (employee the
company does not value)
Salespeople will either develop
high quality leader member
exchange (LMX) or a low quality
(LMX) social relationship with
their sales manager, high quality
LMX employees become part of the
leader’s inner circle

Industry/Sample
Size
Multi-national
software
company/157

Themes/Factors

Sources

Balancing the benefits
and costs of retaining
successful salespeople

(Lu, Bonfrer, & Voola,
2015)

B2B salespeople in
various
industries/240

Salesperson turnover
can be reduced by
allowing greater input
into decisions and
processes by
salespeople

(Brashear, Manolis, &
Brooks, 2005)

Salespeople in
various industry/393

Leader-member
communication and
relationship

(DeConinck, 2011)

Comments in findings in table 1 are quotes from original sources
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Table 1 (Continued)
Finding4









Strong performers are more likely
to want to leave when working in a
negative ethical climate
Strong performers are more
employable and have more options
they can pursue with competitors of
different industries
A favorable ethical climate should
increase profitability through
reducing costs associated with
turnover and by retaining high
performers
A favorable ethical climate could
also influence the recruitment of
sales people. If high performers
prefer a favorable climate, then
such a climate should attract high
performers
Less seasoned sales people were
more inclined to have turnover
intentions as a result of role
overload than more seasoned peers

Industry/Sample
Size
Salespeople in
various
industries/130

Themes/Factors

Sources

Ethics of the company
impact turnover with
lower ethical climate
impacting the
propensity to leave by
high performing
employees

(Fournier, J.F., Chonko,
& Manolis, 2010)

Sales and Marketing
executives/343

Work experience
impacts work overload
and the attitude

(Jones, Chonko,
Rangarajan, & Roberts,
2007)

Researching the impact of location (Table 2) on turnover did not provide as much insight
as expected. Economic downturn with lower job opportunities may impact employee reactions to
change experienced with the company and can influence turnover intentions (Mulki, Jaramillo,
Malhotra, & Locander, 2012). This reality is equally important to the sales person as he/she
decides to stay with a company based on an assessment of the future utility of doing so versus
leaving to pursue a career elsewhere (Lu, Bonfrer, & Voola, 2015) The decision to leave can be
impacted by role or position overload and does not discriminate between new and tenured
salespeople (Jones, Chonko, Rangarajan, & Roberts, 2007).

4

Comments in findings in table 1 are quotes from original sources
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Table 2. Identifying factors in salesperson turnover-location
Findings5









Industry/Sample Size

Themes/Factors

Sources

Economic downturn with lower job
opportunities may mask employee
reactions to change as well as turnover
intentions
Economic downturn may also heighten
stress levels, making the argument for
managing employee stress even more
compelling

Global
Pharmaceutical
company/ 344

Resistance to change is
positively associated
with felt stress, which
impacts intentions to
leave

(Mulki, Jaramillo,
Malhotra, & Locander,
2012)

Assumption that an individual
salesperson makes the decision to stay
with the organization based on an
assessment of the future utility of
doing so, relative to that of leaving to
pursue their career elsewhere
Two studies involving customer
service representatives and salespeople
report a negative relationship between
role overload and job satisfaction

Multi-national
software
company/157

Balancing the benefits
and costs of retaining
successful salespeople

(Lu, Bonfrer, & Voola,
2015)

Sales and
Marketing
executives/343

Role overload impacts
tenured as well as new
salespeople and their
intention to leave

(Jones, Chonko,
Rangarajan, & Roberts,
2007)

The most research has focused on the area of management as represented in Table 3.
Clearly, management needs to focus on creating a fun, rewarding environment for salespeople
(Barr, 2015) through peer to peer recognitions and incentive schemes. Sales managers need to
make sure that salespeople are clear regarding their job responsibilities and utilize their expertise
in marketing planning and strategy development (Johnson, Griffeth, & Griffin, 2000). Value
propositions to stay with a company must outweigh the competition since the cost to hire a new
employee is tremendous (Rasmusson, 2000). Leader-member exchange theoretical framework
also proposes that a high-quality relationship between a follower and a leader prevent employees
from leaving an organization (Jutras & Mathieu, 2016) and is complimented by “dynamic
reciprocity” (Jutras & Mathieu, 2016). The formula to retain successful salespeople is not a
secret (Boe, 2010). It has been argued employees do not leave companies; they leave managers
or what may be defined as toxic leaders. Contrary to the formula and poor leadership, a focus on

5

Comments in findings in table 2 are quotes from original sources
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training for new hires and seasoned salespeople will pay benefits (Boe, 2010) Some turnover in
sales is expected as performance is expected. The optimal rate of turnover must balance the costs
to retain versus the cost to hire; zero turnover at excessively high retention costs will cost the
company more in the long run (Dubas & Hershey, 2007). Perceptions of justice can impact
turnover positively when salespeople have the opportunity to provide input into decisions and
processes in the work environment. Equally, they can be negative if salespeople feel they have
no input into decisions and processes (Brashear, Manolis, & Brooks, 2005). Wasteful activities
have proven to lead to emotional exhaustion and high intentions to quit. Results of this study
highlight the need for managers to design work that minimizes non-sales related tasks (Jaramillo,
Mulki, & Locander, 2006).
Table 3. Identifying factors in salesperson turnover-management
Findings6







6

Fun, collaborative and rewarding
environment that is helping it to
retain existing staff and appeal to
employees joining the business
Quarterly vision updates and
incentive schemes
Peer to peer recognitions
10.8% uplift in sales (12-month
period)
Over 80% of employees felt the
scheme promotes team spirit and
makes them feel valued

Industry/Sample
Size
Oasis HR recruiting
agency/21

Comments in findings in table 3 are quotes from original sources
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Themes/Factors
Fun and rewarding
environment

Sources
(Barr, 2015)

Table 3 (Continued)


We maintain that a new criterion
variable is needed which enables
researchers to examine unique
differences between four criterion
groups:
(1) poor-performance stayers;
(2) high-performance leavers;
(3) high-performance stayers;

B2B salespeople in
various
industries/217

Factors impacting
turnover between high
performers and low
performers

(Johnson, Griffeth, &
Griffin, 2000)

Industry/Sample
Size
Employees in
various industries/
sample size not
identified

Themes/Factors

Sources

Value proposition to
stay outweighs the
competition

(Rasmusson, 2000)

and






(4) low-performance leavers.
Sales managers need to understand
the costs associated with losing
high-performing salespeople. These
costs need to be tied into lost
profitability. Once managers
completely understand the costs
associated with turnover, they may
be more motivated to take the
necessary steps to ensure that highperforming salespeople are retained
Sales managers need to make sure
that salespeople are clear regarding
their job responsibilities. Reducing
ambiguity associated with job
requirements may help firms retain
superior performers
Sales management should make use
of this knowledge and intelligence
through the inclusion of good sales
people in marketing planning and
strategy development. Many sales
people (and especially good ones)
see themselves as the most
important employees; everyone
else's provider. Bringing them into
the firm's councils recognizes the
salesperson’s value and brings an
added dimension to planning

Finding7




7

Implementation of six different
employee friendly programs
including a 10- or 11-month work
year
Commitment is still something
important for companies to achieve,
or attempt to achieve, because the
amount of money it costs to hire a
new employee is tremendous

Comments in findings in table 3 are quotes from original sources
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Table 3 (Continued)


















8

Leader-member exchange (LMX)
theoretical framework also proposes
that a high-quality relationship
between a follower and a leader
prevent employees from leaving
their organization
Person-Organization fit, Person-Job
fit, and Person-Person fit
independently influence employee
job outcomes
Fit seems to be constantly
influenced by “dynamic reciprocity”
Employees don’t leave companies,
they leave managers
Loyalty and dependability are two
qualities every potential employee
must possess.
Training is critically important for
both new hires and seasoned
salespeople and is key for retention
Total turnover cost is more
important that direct turnover cost
or retention cost
Zero turnover at excessively high
retention costs will not be optimal
The optimal rate of turnover is a
positive number and direct and
indirect costs of turnover are
balanced at the optimal rate of
turnover

Various industries/
exploratory and
theoretical
assumptions

The direct impact LMX
has on personal fit of a
person to an
organization

(Jutras & Mathieu, 2016)

Various industries/
no sample size

The formula to retain
successful salespeople
is a formula and not a
secret recipe

(Boe, 2010)

Salespeople in
various industries/
no sample size
provided

The optimal rate of
turnover is a positive
number and must
balance the costs to
retain versus the cost to
hire

(Dubas & Hershey,
2007)

Finding8

Industry/Sample
Size
B2B salespeople in
various
industries/240

Themes/Factors

Sources

Perceptions of justice
impact turnover in a
positive way

(Brashear, Manolis, &
Brooks, 2005)

Salespeople in
financial
institutions/400

Wasteful activities
leads to emotional
exhaustion and high
intentions to quit

(Jaramillo, Mulki, &
Locander, 2006)

Salespeople appreciate the
opportunity to provide input into
decisions and processes in the work
environment and when given this
opportunity they perceive the
environment as more just or fair
The salesperson’s environment is
pressure filled with too much to do
and not enough time to do it in,
leading to feelings of being
overwhelmed
Results of this study highlight the
need for managers to design work
that minimizes activities such as
preparing reports, attending
meetings, responding to routine emails, and engaging in non-sales
related tasks

Comments in findings in table 3 are quotes from original sources
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Uncertainty in commissions (Table 4) causes an increase in employee turnover as
evidenced by the changes made at Groupon that were underestimated by management (Ovida,
2012) and communicated by a former employee. Companies must balance the benefits and costs
of retaining successful salespeople to minimize the desire to look for outside opportunities since
they feel they are being well rewarded (Lu, Bonfrer, & Voola, 2015). Ethical sales or the lack of
ethical sales cannot only impact sales commissions, but also can impact the intentions to leave a
company (Jaramillo, Mulki, & Locander, 2006); however, some argue the intention to leave a
company is modified by career stage (Flaherty & Pappas, 2003). Identifying which stage a
salesperson is in within his/her sales career impacts his/her attitude towards sales in general.
Table 4. Identifying factors in salesperson turnover-commissions
Findings9






9

Commissions shifted from a couple
of percentage points of Groupon's
gross profit on each deal to a
sliding scale under which
employees made little on
commission until they met or
exceeded aggregate monthly profit
targets
A former Groupon employee said
that as more competition increased
in the daily-deal business, it became
harder for Groupon salespeople to
meet commission goals
A central issue is whether high
performance salespeople are more
or less likely to stay. While
successful salespeople have more
outside opportunities available, they
are also more likely to be well
rewarded for their
performance in their current role

Industry/Sample
Size
Groupon sales staff/
sample size not
provided

Multi-national
software
company/157

Comments in findings in table 4 are quotes from original sources
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Themes/Factors

Sources

Uncertainty in
commissions causes an
increase in employee
turnover

(Ovida, 2012)

Balancing the benefits
and costs of retaining
successful salespeople

(Lu, Bonfrer, & Voola,
2015)

Table 4 (Continued)









Ethical work climate is important to
sales organizations since the public
has a low perception of the ethical
sales standards of salespeople and
can be attributed to unsupervised
ethical dilemmas, managers willing
to overlook unethical behavior if it
leads to higher performance, and
the pressure to attain quota
The presence of an ethical work
environment leads to increased
identification with the organization
and trust in the sales manager,
which in turn indirectly influences
salespersons’ organizational
commitment and turnover
intentions

Salespeople in
various industry/393

Ethical work climate for
employees and
customers

(DeConinck, 2011)

Finding10

Industry/Sample
Size
Large retailer selling
high-end consumer
durables/138

Themes/Factors

Sources

Ethical work climate

(Jaramillo, Prakash, &
Solomon, 2013)

Automobile sales
people/123

Career tenure

(Flaherty & Pappas,
2003)

Job performance is impacted by
organizational commitment
High ethical climate leads to lower
turnover intentions
Impact of a person’s career stage
and turnover intentions
Employees pass through distinct
career stages

After reviewing the applicable articles as referenced in the literature tables, a significant
amount of research has been completed on the team and management and their impact on
employee turnover, with 14 of 20 articles focusing on the aspects of the team and employee
turnover, following by eight of 20 articles focused on management and employee turnover.
Company location and commissions had the fewest number, with only three of 20 articles
targeting any research on these areas.
Past research has placed little emphasis on commissions and company location, but my
experience demonstrates these factors impact employee turnover and at a higher level than one

10

Comments in findings in table 4 are quotes from original sources
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would expect. Frontline salespeople who rely heavily on their sales commission do not like
change and, for them, the uncertainty can become reality quickly.
Conclusions from the Literature Review
The amount of research articles and reports involving employee turnover number in the
thousands. While books have been written, just about every industry journal has published
articles, academics have discussed the issue, the problem persists. Employee turnover in the
sales profession fluctuates at an astonishing level, leaving management baffled. Research
provides a large amount of information that identifies one of the major problems, which is
communication between salesperson and management. One researcher commented that
employees do not leave companies as much as they leave management (Boe, 2010). It could be
possible that frontline sales managers micro-manage to the point that they suffocate the desire of
a salesperson. Role ambiguity and poor leader exchange leads to what some would consider a
death spiral in performance and, eventually, the loss of employment (Jutras & Mathieu, 2016), if
the salesperson does not quit first.
The lack of any research focused on sales commissions leads me to conclude that no one
wants to discuss this topic, the information to fully analyze commissions is considered
proprietary, or some other reason. Unfortunately, in the Telecommunications sales world,
changes in commission structures profoundly impacts a salesperson’s desire to seek employment
elsewhere (Ovida, 2012). Good salespeople leave because they feel the “grass is greener at their
new employer,” only to return a few months later to ask for their old job back. Based on the
research reviewed, one could draw the conclusion that we really do not know. It may be a
combination of factors which, when combined, trigger the desire to leave.
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Very little discussion in the literature reviewed focused on location or the demographics
and psychographics across different regions. When good salespeople have choices, we may be
missing a crucial decision factor and one that can improve their quality of life greatly (Lu,
Bonfrer, & Voola, 2015). Good salespeople do not care what they are selling, but they care
whether they must miss a little league baseball game or a dance recital. Good salespeople have
personal choices and may take them when situations impact their work-life balance.
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CHAPTER THREE:
RESEARCH DESIGN
Methodology and Data Collection Plan
A total of 15 qualitative interviews were conducted over a 60-day period. All
participants read and signed the informed consent document prior to participating in the
interviews. The first question asked focused on basic information (Question 1, Please introduce
yourself including name, title, number of years in sales, and number of sales positions you have
held in your career). The interviews included 10 male and five female participants, all of whom
met the requirements to take part in the survey. All participants had a minimum of six years
sales experience and had left more than one sales position; some had worked at three. The total
number of years in sales ranged from six years to more than 20. The results from the interviews
provided data for 32 positions that had been left. The study design utilized focused on inside
sales organizations in a city in the United States. Inside sales representatives were recruited
through different forms, including word of mouth, direct recruitment, and social media
(Appendix 1). If participants did not meet the following requirements, they were disqualified:


Have worked at or currently work as an inside salesperson
o Need the personal experience to draw on



Office is in Central Florida (Metropolitan Orlando)



Are at least 22 years old to avoid lack of maturity



Have worked in inside sales for a minimum of 2 years
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The data in Figure 1 shows the tenure of the participants with sales experience ranging
from five years to 30, with the average number of years in sales at 15.2. The minimum is five
years and the maximum is 30 years. The average number of years in sales provides a strong basis
for analysis and strengthens the interviews. Figure 2 shows the number of sales positions held by
each interviewee, with a minimum of two and a maximum of eight. The average number of
positions held by interviewees was 3.9, providing more than one company experience for most
interviewees.

Interviewee Sales Experience
35

Number of Years in Sales

30
30

27

25

22
18

20
15

15

11

16

13

11

10

21

18
13

12

7

5
5
0
1

2

3

4

5

6

7

8

9

10

Interviewee

Figure 1. Number of years in sales
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Number of Sales Positions Held by Interviewee
Number of Sales Positions

9

8

8
7

6

6

6

5

5
4

4
3

4

3

3

3

4

3

3

3

2

2

2
1
0

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

Interviewee

Figure 2. Number of sales positions held
Data for this research was collected from qualitative interviews with participants from
different inside sales organizations located in Central Florida. All participants were inside frontline sales employees who were commissioned salespeople with a portion of their total monthly
compensation plan at risk. All interviews were conducted in a private setting with some
interviews done in person and others completed over the phone. Participants understood their
participation was voluntary; all signed the informed consent document. For the purpose of
coding and data analysis, the interviews were recorded, and all interviewees agreed to being
recorded prior to participating. Minimal notes were taken during the interview and only if an
answer prompted a follow up question. Completed interviews were sent to Rev.com for
transcription. Once returned, the transcribed documents were searched manually for “inaudible”
portions. These transcribed documents were reviewed manually by listening to the interview and
updating the transcribed reports with accurate information.
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Coding
Completed transcripts of all interviews were uploaded to Nvivo12 for analysis and
coding. The files were uploaded as a case and as an interview. Uploading each as a case allowed
me to categorize each by four areas: male or female, number of years in sales, number of sales
positions held, and number of inside sales opportunities available to them. The justification for
these groupings allowed me to compare answers and analyze responses based on these groups.
The gender grouping provided comparisons between male and female interviewees. Number of
years in sales provided a comparison between non-tenured and tenured interviewees. Number of
sales positions held offered a glimpse into how mobile the interviewees were based on the
number of sales positions held to date. Number of inside sales opportunities available provided
the interviewees’ views on the number of alternatives they had.
The first pass coding utilized the auto-code function in Nvivo12 headings based on each
question asked, which allowed me to code and combine all responses together from each
question asked. Many participants had left other inside sales positions; the auto-coding allowed
me to separate responses by the position left but kept the information together by question. The
Nvivo12 coding manual is located in the appendix (coding manual appendix 3).
Second pass coding was in Nvivo coding utilizing phrases within each question to help
determine a theme, sentiment, or relationship. By coding in this format, I could determine the
degree of positivity or negativity associated with each coded answer. Themes along with
relationship helped to determine the importance and relativity of each answer by grouping like
answers together. Additional manual coding within Nvivo12 provided further comparisons and
contrasts in each of the topic areas focusing on affective methods coding, which included
emotion coding versus coding and evaluation coding.
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CHAPTER FOUR:
RESULTS
Every salesperson interviewed knew of multiple inside sales organizations in Central
Florida; their feelings towards them were quite diverse. My intentions, with the information that
follows, is to provide qualitative data that helps answer the research questions. Unless noted,
word clouds were limited to the top 25 words to eliminate clutter; the minimum number of
characters required was set at four.
Work Environment-Prior Position/s
Facility
Question: How would you describe the work environment, specifically the facility?

Figure 3. Word cloud-facility
This question focused on the actual facility the interviewees worked at and included the
neighborhood, building and its condition, and the office in which they worked. This question was
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not intended to provide any information about management; it was interesting in that context
meant little at this point of the interview and analysis. Analyzing all the responses using Nvivo
12, I was able to create a word cloud (figure 3) that shows the most prominent word being
“good.”
Table 5. Word frequency summary-facility
Word

Length

Count

Weighted Percentage (%)

Good

4

9

5.29

good

Always

6

3

1.76

always

Area

4

3

1.76

area

Average

7

3

1.76

average

12

3

1.76

professional, professionalism

Professional

Similar Words

Then, I took the word “good” and created a word tree (figure 4). The results from the
word tree provided some key words describing the facility. From the left side of the tree, key
words were “doesn’t compare, disconnect, and have nothing.” The key words from the right
were “environment, locations, world, and there was ups.” After manual and auto coding, I
divided the responses to the question into negative and positive to show overall sentiment of the
participants.
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Figure 4. Text search query-facility
Negative
Responses coded from the interviews provided insight into the negative aspects of the
facility. Most negative responses crossed into other areas of the environment but showed a
common dislike of or discomfort at the facility. Negative coded comments from the work
environment and, specifically, the facility is as quoted:
Table 6. Negative facility comments
The facility wasn't very desirable. It wasn't kept clean. It really wasn't organized. It really wasn't inviting workspace. It wasn't
an inviting workspace.
Didn't seem like a very professional attitude or wasn't a whole lot of professionalism.
The environment itself, was a very dark environment. You know, talking amongst peers was not necessarily tolerated.
Was kind of like chaos atmosphere.
So the environment was kinda, just not fun at all.
So the facility wasn't anything to speak about, it was fair at best.

Positive
Positive replies to the facility question and work environment were much rarer, the
positive responses were a much higher degree of positivity than the negative. The positive replies
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suggest the facility was not a contributing factor in employee turnover whereas the negative
replies could be considered a factor contributing to the final decision. Positive work environment
replies about the facility are as quoted:
Table 7. Positive facility comments
The facility was really, I guess you can say, it was very people oriented. Very relaxed, very flexible, so it was an overall good
place to work.
The physical location was good. As far as it was good for working and such.
The building was in good shape. There wasn't any issues in the neighborhood or anything like that?
They had all the conveniences that you would need from an inside sales perspective
Above average office conditions. It was a beautiful work environment. I'd give it a four-star because of location, heavy traffic
area. It was a modernized, mid-level high-rise.
The facility was nice, it was actually resort based, but we worked onsite at the resort doing inside sales, so it was very nice. It
was more of in the tourist area.

The results describing the facility interviewees were split. Those who expressed positive
statements were more emphatic and indicated that facility most likely was not a contributing
factor in employee turnover. On the negative side, the statements were apathetic at best to more
serious in nature and could lead to or be a contributing factor in employee turnover. Key words
from the word tree led me to conclude the interviewees felt a disconnect or a comparison issue
between the company and the environment, locations, and the world. Of the total references to
facilities, the overall sentiment of the participants provided seven negative responses and 22
positive responses.
Tools
Question: How would describe the work environment specifically the tools at your
disposal to complete the tasks assigned?
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Figure 5. Word cloud-tools
Inside salespeople rely heavily on the tools they have to make sales on a daily basis.
Without properly functioning computers, phones, desks, software, etc., what could have been a
great day of sales turns into a wasted day. This research question focused on how well
companies addressed the need for operational and state of the art tools to be successful. The
word cloud (figure 5) shows the most popular word in the interviews as “computers” followed by
“disposal” and “phones.” It is easy see what occupies the minds of inside salespeople and the
importance these tools factor into their success. The text search on computers (table 8) shows a
wide array of results on the query “computer.” Clearly, computers are an integral factor in an
inside salesperson’s success.
Table 8. Word frequency-tools
Word

Length

Count

Weighted Percentage (%)

Similar Words

job

3

4

2.68

job

needed

6

4

2.68

needed

computers

9

3

2.01

antiquated

10

3

2.01

computer,
computers
antiquated

equipment

9

3

2.01

equipment

everything

10

3

2.01

everything

far

3

3

2.01

far

good

4

3

2.01

good

phone

5

3

2.01

phone
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Table 8 (Continued)
system

6

3

2.01

system

yeah

4

3

2.01

yeah

years

5

3

2.01

years

Figure 6. Text query search-tools
Negative
There were minimal negative responses to the work environment question around tools.
Most responses were neutral, leading this researcher to conclude tools play a minimal role in
employee turnover. The negative responses recorded most were regarding phone equipment.
These negative replies recorded were:
Table 9. Negative tools comments
Antiquated. Antiquated is the best way I can put that.
There's just an antiquated system that could be 20, 20 plus years old.
Inadequate. I wouldn't say they were the best. We did what we could with what we had, essentially.
The phone system was one that was sort of unacquainted, didn't even allow you to have a headset, you actually have to utilize
your hand, the old school, as I call it, the Andy Griffith's phone.

Positive
Some interviewees were quite fortunate in regard to tools and the ability to use any tool
they felt important to do their job. This reality was quite evident in the interviews if the company
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worked for was technology-based. Staff was readily available to fix and replace any issues with
computers faced by front-line salespeople. It is clear from the responses that some companies
take technology seriously and provide the best for their employees. Responses from the
interviews coded provided the following replies:
Table 10. Positive tools comments
We were all given whatever device it was, we would have a demo of it. So, we would have a live product there to be able to
touch and try out and test as well as the customers would be able to try it out also.
Those were all very well managed and very proficient. The speed was excellent. I will have to say, the technology that we had
to complete our job was definitely up to speed and really up to par.
They were readily available. They were constantly paid reviews, which was extremely helpful. There was always ongoing
training classes, reviews, just feedback. The feedback was really good.
It was probably the only job I've had in the past 10 years where I had one system to do everything in.
But, overall, I can't complain about it because there was something that was wrong with the tool, or the solution that we're
selling, they had staff there that would actually take care of it.
As far as the support, as far as the equipment inside, we had fast computers technicians had good equipment.

The question on work environment and the tools salespeople have provided minimal
information on factors that would lead to employee turnover. Though there were negative
responses by some interviewees, the severity of the replies did not warrant concern for intention
to leave. Poor tools/equipment provided could add to the intention to leave and could be
described as a tipping point provided other negative internal factors exist. However, the
comments from the participants led me to conclude that poor tools alone will not cause employee
turnover. Positive responses show the commitment some companies have made to the front-line
employees, which can help soften the impact of potentially other negative attributes. Of the total
references coded, 15 were positive while only five were negative.
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Operational Support
Question: How would you describe the work environment in regards to operational
support you received from other departments?

Figure 7. Word cloud-operational support
In this context, operational support focused on two main areas, marketing and
engineering. Both are critical support functions for inside sales. Some companies were effective
with operational support while others were dysfunctional. Unlike the facility and tools,
operational support is crucial to closing sales in some arenas. Marketing drives the message to
customers and salespeople, and engineering for complex sales ensures the right products are sold
with minimal chance of mistakes.
Table 11. Word frequency-operational support
Word

Length

Count

Weighted Percentage (%)

marketing

9

4

2.19

Marketing

one

3

4

2.19

One

team

4

4

2.19

Team

back

4

3

1.64

Back

correct

7

3

1.64

correct, correcting, correctly

disconnect

10

3

1.64

Disconnect

everything

10

3

1.64

Everything

just

4

3

1.64

Just

lot

3

3

1.64

Lot
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Similar Words

Table 11 (Continued)
much

4

3

1.64

Much

place

5

3

1.64

place, placing

put

3

3

1.64

Put

well

4

3

1.64

Well

Interviewees were passionate about operational support, to the point of drawing
comparisons to real life disasters that ended up as a box office movie (e.g. The Wolf of Wall
Street). The word tree supports the importance of marketing to operational support.

Figure 8. Text search query—team

Figure 9. Text search query-marketing
Negative
The negative operational support replies reflected a passion about the lack of support, to
the point it could be considered intentional by support teams. The negative comments were
detailed, leaving little to the imagination. Key words reflected a feeling of being antiquated,
obvious disconnect, and plenty of pushback from support teams, to the point of considering
inside sales as the outcast of a company’s sales organization. Coded 2nd pass negative replies are
below:
34

Table 12. Operational support negative comments
It was a challenge on some occasions, obviously. 'Cause when you're dealing with orders and such, you had to put in
everything correctly. If you didn't put in exactly right, even if it was a small error, instead of them correcting it for you and
placing your order, it would be a lot of pushback.
Anybody in between me and him, poor. Back office, at best there, because there is a disconnect between what we did and what
they do and so when somebody doesn't understand what you're doing they can't support you well.
Operational support was nil. Most of the time, when you had a problem or a challenge, you had to send a message into a
Skype meeting, and then you'd be lucky if somebody responded back.
It was, you've ever watched The Wolf of Wall Street, that's what it was.

Positive
The positive replies coded clearly show the importance of operational support to the
success of an inside sales team. The praise for marketing and engineering is exuberant and even
changes the culture and dynamics of an inside sales organization. Salespeople with a strong
marketing and engineering support team onsite were clearly ahead of those responding to the
negative. Their 2nd pass coded replies are below:
Table 13. Operational support positive comments
We had a lot of marketing on billboards, on street signs, on the bus stop, commercials, flyirs. So I think they had really good
marketing.
Marketing support was great. Marketing support to me what pretty much created that environment.
Yes. Operational support, there was always multiple people in place to help you. We had sales coaches.
All were able to just kind of guide you into the correct direction. So the tools and people to help where definitely there.
I mean it was pretty much there in place to make that happen. I thought that everything was there to use, you didn't really
need too much more.
Immediate front line supervisory meaning my direct manager, fantastic.
We had tremendous ... a lot of support because we were right there onsite. I'm gonna put you on hold for one quick second.
Operational support and engineers... Again, they were there.
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Operational support, as shown in the replies recorded through the qualitative interviews,
demonstrated that marketing and engineering play a vital role in the success of an inside
salesperson. Comments recorded were at one extreme or the other, with nothing neutral.
Participants with a strong operational support team had a great thing and support clearly was not
an attribute contributing to employee turnover. Inside salespeople are all commissioned and have
a portion of their monthly pay at risk. A weak support team, whether marketing or engineering,
can lose deals for salespeople. The loss of too many deals and a salesperson’s commission or atrisk pay is impacted severely in a negative way and can be considered an attribute leading to
employee turnover.
Company/Individual Goals-Prior Position/s
Question: Can you describe to me your individual goals and those of the company?

Figure 10. Word cloud-combined
goals
The company and individual goals questions were asked to determine how well the
interviewees could reflect on or differentiate between company and individual goals. Were the
interviewees only concerned with themselves and took a selfish position, or did they understand
and work toward both the company goals while attaining their individual goals? The word cloud
shows a prominent message in “just make goal monthly.” Though the questions were asked
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separately, many answers focused on individual goals and ranged from a selfish standpoint of
making as much money as possible to the occasional position of advancing in the company. A
portion of the interviewees had a hard time communicating their individual goals as well as the
company goals. One interviewee’s reply stated no idea regarding the company goals, but
qualified that response with a follow up answer of only being in the position a few months. The
responses included a mix of personal goals, such as making as much money as possible or
buying a new car, while others spoke to organizational key performance metric goals, such as
calls made, contacts, etc.
Table 14. Word frequency-goals
Word

Length

Count

Weighted Percentage (%)

goal

4

15

2.91

Similar Words
goal

make

4

13

2.52

make

wanted

6

12

2.33

want, wanted

just

4

11

2.14

just

monthly

7

11

2.14

month, monthly, months

money

5

9

1.75

money

always

6

8

1.55

always

amount

6

8

1.55

amount

get

3

8

1.55

get, getting

certain

7

7

1.36

certain

less

4

7

1.36

less

one

3

7

1.36

one

time

4

6

1.17

time, times

first

5

6

1.17

first

Coded as Individual goals
Below are the comments made from the interviewees when asked to describe their
individual goals. Many goals bleed between company and individual. Replies varied with 39
references coded with a mix of 16 personal and 19 company. Of the 19 company references,
seven replied that they understood the goals of the company while four commented they did not
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know or understand the overall goals of the company for which they worked. The 2nd pass
coding provided the following replies:
Table 15. Individual goals
My individual goal was to become a member of the management team.
My individual goals always exceeded my company's expectations. One thing I pride myself in being is an asset for the
company I work for. I never want to be a liability.
My second goal is to do better than I did the day before every day I walk in that office. I don't compete with the people around
me. I truly compete with myself.
My individual goals, I just had smaller goals in mind at the time. I wanted to afford, first the new car. I had some things that I
wanted to do with life in general. I wanted to of course, keep up with my bills, buy a new car.
My individual goal was to always exceed my potential as if they wanted me to do a 100 percent, I'd want to do 150 percent.
Their goal was quota of 100 percent to goal.
Individual goals there was first to get in and make some money. And then after that, get into management.
My goals were to I would have liked to have made probably from between 80 and 90 thousand, which in my first couple of
years was doable.

Coded as Company goals
The replies below were to the question asking interviewees to describe the goals of the
company. The 2nd pass coding divided the replies into two categories, with the first being
understood, which means the employee understood the goals of the company and how they
impacted their day to day activity. Again, some replies incorporated individual goals with those
of the company. The replies from the 2nd pass coding are below.
Table 16. Company goals-understood
So the goals were basically just get over a half or 1% higher that year over year in each of those categories; ink, toner, paper
and general office supplies.
For the company as a whole we would have monthly sales meetings where they would tell us what our objectives were, and for
the most part I would say that those were pretty attainable.
No, collectively as a team, every team was broken up into regions so you would have x amount of dollars on an individual
basis in order to maintain your seat there. You had to be producing at least 10,000 - 15,000 dollars a month, and obviously
the more you bring in the better.
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Table 16 (Continued)
I understand the goals, I Mean, basically increase revenue, that's the main thing on the agenda is increase the revenue for the
stock holders. But with that comes, you know, cutting people’s incomes, which was our sales goals, as far as what you hit to
what you make.

Vague
The replies below are from 2nd pass coding and are classified as vague from the
perspective of the employee.
Table 17. Vague company goals
No, it was never shared to me, to my memory.
Those of the company?
KPI metrics you had to hit a certain amount of calls a day which were 30 more calls a day, two and a half hours of talk time,
opening, closing pipelines.
I do not directly recall. I was there for about 5 months, 6 months.

Figure 11. Text search query-goal
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Figure 12. Text search query-make
The replies surrounding company and individual goals provided a wide range of
information. Individual goal responses focused on personal goals. Exceeding potential and
exceeding the company’s expectations were prominent themes. Salespeople are highly driven to
be successful, which showed from wanting a new car to having an annual commission goal.
Making money and being at the top of the performance ranking chart were present in numerous
responses. When corporate goals align and transparency with individual goals exists, a harmony
is achieved and both parties succeed. The salespeople who understood their company’s goals
were identifiable through their responses.
Salespeople are quick to realize a company whose corporate goals do not align with their
personal goals. This lack of alignment is most notable when daily activity is measured through
indicators referred to as key (KPI), and they have little or no impact on the salesperson’s ability
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to make money. When corporate goals interfere or retard the ability to meet their individual
goals, it can turn quickly into an attribute that promotes employee turnover.
Liked Most-Prior Position/s
Question: What did you like most about this company that you left?

Figure 13. Word cloud-liked most
The liked most question challenged the interviewees to think about what they enjoyed the
most about their previous job and to prioritize it among the different aspects of their previous
job. Even in the worst employment situations are certain job aspects that employees like. The
intent of this question was to pull those feelings out for the interviewees to express. The results
of the coding in the word tree and the text search query show that “money” was the top word
returned of five hits, followed by “enjoy, lot, thing, time, and well” with four hits. Sentiment in
the text search detailed the feelings and importance of money in the participants’ previous
position. Knowing a consistent paycheck would be provided was one comment made by a
participant.
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Table 18. Word frequency-liked most
Word

Length

Count

Weighted Percentage (%)

money

5

5

2.14

Similar Words
money

enjoyed

7

4

1.71

enjoyed, enjoying

thing

5

4

1.71

thing, things

well

4

4

1.71

well

The participants’ comments or replies were divided into two categories, with the first
being the environment or the purpose. The second category focused on the people and how
much they liked and appreciated colleagues in their previous jobs. Identifying the importance of
the people you meet in your career and the relationships you build are so important. Some
relationships that started at work grew into lifelong best friends; though the participants no
longer work together, they remain in touch.

Figure 14. Text search query-money
Additional comments below show the diversity of what participants liked at their
previous jobs. The sub-category of environment/purpose had more coding, but the people subcategory had very rich feedback. The total references coded in the liked most category were 27
with most feedback pointed at the environment they worked in with 21 references coded. These
references noted the importance of balance in the sales position. Earning money through
commissions was important and expected in a sales environment; however, the ability to do so in
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a comfortable, non-threatening way came out in the responses. The replies also showed the
importance of providing a service to businesses and developing professional relationships that
extend beyond simply making a paycheck or earning a sales commission. For some participants,
the ability to work on their own without constant micromanaging was an issue and possibly
could show the importance of autonomy in sales organization from top performers. The
statements below are direct comments coded from the participants that explain in their words
what they liked most about the company they left. The first table (19) focuses on the
environment while the second table (20) focuses on the people and the relationships they
developed.
Table 19. Liked most-environment
Well, one thing I did like about is that you pretty much had a consistent paycheck.
I liked the anonymity, or the autonomy. Because I'm an adult, I have bills. I know what I need to do when I come in. And I'm
very focused and driven. I go to work, I don't like somebody over my shoulder. I like that.
Just the environment. The environment was really, it was really good. It felt like everybody was a really close knit family,
personally, and business.
Hm, I loved the role. I really did. I think the technology was the thing that kept truly enjoying that position.
So I had a comfortability factor. It was comfortable. I knew what to expect. And for awhile, and then so I would say probably
it was comfortability factor.
As well as we had a product that I believed in with what we were selling. I felt like, for me that was easy to sell, because it was
something that I believed in.
It was just a really great environment. Everybody was feeding off of each other, and the sales were coming in so that always
reinforces everything.
I enjoyed my manager, I enjoyed the challenge of the job, because it was super challenging. I enjoyed some of the freedoms
within the position if you were performing well you weren't micro managed.
They allowed me to have an opportunity to work with businesses and develop and grow from an inside sales opportunity at the
organization.
Most... the money. That's the only reason. That is the only reason I was there and it sounds a bit greedy, but at the same time
again being enthralled by sales, you've got to be eager about making your money, and that was the reason I stayed there.
I didn't have to drive and deal with traffic. I didn't have to worry about going to the cleaners. I didn't have to worry about
spending money for lunch, because I was right there in my home.
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Table 19 (Continued)
I liked most, I would have to say, number one for me was the compensation 'cause we were compensated well and I liked the
perks, the benefits that came with the job.
While I was there, I was a sponge. I learned a lot, and I was kind of like a go-to. If anybody had any questions all over the
company, they would come to me.
Very short hours, the hours were fantastic, benefits weren't so bad if you were doing it, if you were performing your role with
integrity you would not make a lot of money, but if you followed their guidelines and you had decent talent you can make a ton
of money in a very short period of time.

Table 20. Liked most-people
It's a great experience to just be able to help people and see a smile on their face when they leave.
I think that was it. Just the relationships and the people 'cause I think that's what probably help you out ... will help you out in
your job. Or just in your career-wise, just the people that you meet or the relationships that you build.
The rapport that I grew with my teammates. I grew a lot of friends there that became best friends of mine.
The relationships I built with the peers and their own teammates. Some of them I still talk to to this day.
I would have to say they're a group of people that I had an opportunity to work with.
Sales came secondary. They were more of a ... They were concerned about you personally first before just being about what
sales you have for the day.
I liked the people that I worked with.
I'll be honest with you, the hours and the people I worked with.
The camaraderie, my peer group.
The people. I loved the people. When you're with a group of people that you are literally transforming with, when a division
transforms three or four different times.
It was the atmosphere that I had with the people that I worked with. I mean, there was ... we all got along really good.

The question regarding what the participants liked most at their previous company
generated some interesting responses that provided a viewpoint of some good things though they
left these companies. The most startling response for me focused on the fact that a company took
sales secondary and was more concerned with how an employee was doing as a person. Many
references noted in the environment section possibly could have been coded as people since the
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line between the two was somewhat blurred. Overall, a balance seems to exist between the
environment of a business and the people with whom the participants worked closely. Many
participants complimented the people they worked with and expressed the importance of having
strong supportive relationships with their peers.
Liked Least-Prior Position/s
Question: What did you like least about this company that you left?

Figure 15. Word cloud-liked least
The liked least question took the opposite approach from the liked most question; it
required the interviewees to prioritize what they liked least at the company they had left. The
bulk of the discussion on this question focused on two areas. The first was the environment they
worked in, which was very broad and covered everything from the building to the people. The
second area focused on their perspective of the future in regard to their position with the
company long term. The liked least environmental replies described an environment where
participants felt uncomfortable going to work on any given day. Characteristic of the complaints
ranged from questioning the hiring practices of management to feeling handcuffed in what they
could do as employees. Participants made reference of “like being in kindergarten,” where the
lines of communication always were directed at an authoritative figure versus confronting the
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issues with the individual. It felt like Human Resources (HR) was on speed dial. The amount of
references coded for liked least far out-paced liked most with 49 references coded. Again, the
environment was the top subject coded with 41 negative references while the number of
references coded for the future was eight.

Figure 16. Text search query-everything

Figure 17. Text search query-mean
Reviewing the text query and word frequency data for the area of liked least provided a
view of “everything” and “something” at the top with four hits each, followed by
“compensation” and “customer” at three hits. Examining the word tree using the word
“everything” as the catalyst, you can see the tone of the tree is neither negative or positive, but
by changing the search word to “mean,” you see a different tone as visualized in the query. Key
words in the results showed a disconnect more than once with modifiers that exemplify the
dislike and focus on the personal experience that participants encountered up to being fired.
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Table 21. Word frequency-liked least
Word

Length

Count

Weighted Percentage (%)

10

5

1.13

everything

felt

4

5

1.13

felt

giving

6

5

1.13

give, gives, giving

knowing

7

5

1.13

know, knowing

make

4

5

1.13

make, makes

mean

4

5

1.13

mean, meaning

something

9

5

1.13

something, somethings

talking

7

5

1.13

talk, talking

want

4

5

1.13

want, wanted

break

5

4

0.90

break, breaks

call

4

4

0.90

call, calling

customer

8

4

0.90

customer, customers

feeling

7

4

0.90

feel, feeling

getting

7

4

0.90

getting

leave

5

4

0.90

leave, leaving

probably

8

4

0.90

probably

sense

5

4

0.90

sense

treated

7

4

0.90

treat, treated

everything

Similar Words

A few of the comments from the participants are below:
Table 22. Liked least
The least was lack of just having the social ability. Not that I socialize, but I like being able to hear other people getting wins.
It motivates me. I like hearing other people talk about strategies. It helps me. It gives me an edge up.
The ever-changing environment with compensation and never knowing what your compensation would be until two days
before it got sent to you.
Strapping me to my seat for the full 8 hours a day. It was an uptight environment.
I didn't like it, that would be it. The nature of the business is just, makes you want to take a shower when you get home, to be
honest with you, there you go.

The question asked of each participant regarding liked least about their previous company
provided an interesting perspective. The responses by some participants included details that
could have been categorized in direct management, company goals, or any of the work
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environment categories. The purpose of this question was to get participants to choose the top
reason or most important factor they liked least at their previous employer. The responses
provided a varied range of issues that could attribute to a participant leaving for a new
opportunity. Issues ranged from a lack of a pay increase over five years, hiring practices that
changed the dynamics of the organization in a negative way including the culture, the facility
was rundown, and the company did not appear to prioritize improving the working conditions. In
some cases, these issues appeared to have deteriorated the professionalism of the workers to the
point where the attire worn by peers became unprofessional with the ability to wear shorts to
work. Also, micromanaging was a prevalent reply; some participants shared experiences where if
employees were late by 60 seconds from break or lunch, it was considered an occurrence. If an
employee accrued occurrences, they were written up.
Direct Management-Prior Position/s
Question: How would you describe the management who you had direct contact with?
The question asked was meant to pull out of participants their individual feelings on the
management team with which they had direct contact. The actual question asked was: “How
would you describe the management who you had direct contact with?” The replies to this
question were quite varied and took one of two opposite directions. The first was categorized as
a supportive manager or management team while the opposite was considered non-supportive.
The classifications of a supportive manager included participation in daily activities that helped
employees and their performance. Feedback and coaching on different sales techniques or
prospecting strategies along with a sincere concern for the employee as a person would help
define a supportive manager. The opposite, or non-supportive manager, would be classified as
one who did not develop a relationship with the employee and was only considered another
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person in a seat making calls. The transparency and open communications did not exist with a
non-supportive manager, nor concern for an individual’s personal growth and development. The
next two sections delineate the difference between a supportive management team versus a nonsupportive and the implications of each, positive and negative.
Supportive

Figure 18. Word cloud-dm-supportive
Based on the importance of this section, supportive responses and analysis from nonsupportive responses are broken down. It was quite clear the sentiment participants had for the
support, or lack of support, they received. The word cloud generated from the supportive
responses only provided a clear view of how the supportive participants viewed management.
The information (table 23) shows the importance by the frequency of the word “help” and the
frequency to be almost double that of the next three words: “make, supportive, and well.”
Table 23. Word frequency-dm-supportive
Word

Length

Count

Weighted Percentage (%)

help

4

7

3.52

help, helpful, helps

make

4

4

2.01

make, makes, making

10

4

2.01

supporting, supportive

4

4

2.01

well

supportive
well

Similar Words

The text search conducted using the word “help” shows a significant number of
attributes. Results showed the positive side of help with word trees showing hands on kind of
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help, do all he could to help, knew he was there to help, help us close deals, and help us engage
the customer. These attributes provided fundamental support from management.

Figure 19. Text search query-dm-supportive-help
Specific comments from the participants are below and show the supportive side of direct
management:
Table 24. Supportive management
Well, my direct manager was great. She was very engaged. She definitely made sure she shared with us any changes, any new
rules of engagement that we needed to be aware of.
Management I had direct contact with, he was great.
Very supportive. The management was extremely supportive, personally and business wise.
Oh management from the prior company that I worked with was awesome. They were there to teach you, expand your
learning ability to make you a better salesman.
And my acting supervisor was phenomenal. She is a phenomenal person through and through.
The best type of supervisor or manager in the sales role that you could have is the one that is, he doesn't have to be
transparent, but to be honest about that transparency, if that makes any sense.
I would say that they were supporting. They were helpful. They gave us immediate feedback as far as making corrections to
our calls to help us engage the customer and make more sales.
They were very hands-on, even the management that wasn't in the building.
Fantastic individual. He treated me superb, and the reason being is because I proved myself.
He's very proactive very reinforcing in his efforts, so that really it keeps morale up, so it's very important.
That was a good support system. You kinda let us do our own thing. And you know, we'd feed off each other and you know, a
lot of it was basically, you know, trying to help each other out as much as possible.
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Non-Supportive

Figure 20. Word cloud-dm-non-supportive
The non-supportive responses to the question of describing the management you had
direct contact with revealed a different experience. In its simplest terms, non-supportive
management describes an environment where employees feel as if they have no mechanism of
support and no one to have their back in challenging situations or dealing with difficult
customers. Surprisingly, the word cloud in figure 20 shows the most prevalent word as “know.”
The table below shows the dominance of “know,” followed by “good” and a tie at five hits with
“much” and “better.”
Table 25. Word frequency-dm-non-supportive
Word

Length

Count

Weighted Percentage (%)

Know

4

8

3.43

know

Good

4

6

2.58

good

Much

4

5

2.15

much

Never

5

5

2.15

never
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Similar Words

Figure 21. Text search query-dm-supportive-know

Figure 22. Text search-dm-supportive-much
The word queries derived from the participants’ remarks and coded show two common
words, “much” and “know,” which, by themselves, mean little. These two words combined with
the statements in the queries provide details that paint a picture of disappointment. Comments of
little to no empathy or “it was always your fault” do little to show support in such a tough
industry. One participant classified their direct manager as “horrible” and eluded that descriptor
may be a compliment. In one case, the managers come across as supportive as long as the
participants were doing what they were told to do. However, if the participants strayed from the
rules, they were on their own and could expect criticism from management. Interestingly, in the
direct management results, both supportive and non-supportive managers appear to communicate
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with their employees, but they do it in a very different manner. Supportive managers appear to
lead whereas non-supportive managers appear to criticize and push their teams to be successful.
Supportive managers have a tendency to help their salespeople with anything they need to close
business whereas non-supportive managers appear to be focused on their self-preservation and
demand more from their team. A sample of some comments made by participants for nonsupportive management is below. Equally interesting is the sentiment towards non-supportive
management, almost all of it is negative. One quote from a participant classified management as
supportive, but at the same time, it was like a robot.
Table 26. Non-supportive direct management
If we went above and beyond sometimes he felt like it wasn't enough.
Yeah. So with that it was either always her way. We couldn't really ... we had a point of view but it was just taken into
consideration and nothing else.
It's always your fault, your fault. There was never any kind of, "I understand what you're doing." It was never ... there was no
empathy.
There was no way to assist or help, sit down and help you out throughout your job and criticize ... not criticize you but help
you in how you can be better. There was none of that.
There's one word; robots. The management team was pretty much dealt a manual. "This is what you do if this happens, this is
how you do that."
So the communication there was good. Can I say that communication going further up the ladder was good? No, I can't say
that. But again, that goes back to the corporate mindset.
But I didn't like my direct manager, she down talked us, never gave us encouragement. If we had a good day she'll say "That's
okay, but you had a bad day yesterday." So it was never good enough it was like one of those parents, no matter what their
kids do they always find fault with it.
But he was more of a sales person, so, I thought that he was a little too lax, you know, need a little more backbone shall we
say.
My direct supervisory, very candid. His supervisory level somewhat candid, however I never really felt full trust there with
them.
I would say has high expectations of everybody, and I would say was very micromanaging, and that drove a lot of people
away.
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Main Reason Left-Prior Position/s
Question: For the most recent company you left, what were the main reasons?
Un-Controllable

Figure 23. Word cloud-main reason left-uncontrollable
The main reason employees left an inside sales employer is divided into two different
sections. The first being un-controllable. In this scenario, employees were forced to leave
previous positions due to reasons they, or in some cases, the company had no control over.
Examples of this are mergers and acquisitions or the change of ownership. In addition, the loss of
a contract with a client could force the employer to drastically change the compensation package
or, even worse, be forced to eliminate positions. Of the 32 positions analyzed, nine fell into the
un-controllable category due to various reasons. Further exploration of the data generated the
word cloud (figure 23) with the results showing the words “kind” and “left” as the most popular
followed by “everybody.” Data in table 27 provides a summary of the top performing words in
the word frequency test.
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Table 27. Main reason left-uncontrollable
Word

Length

Count

Weighted Percentage (%)

kind

4

4

2.35

Similar Words
kind

left

4

4

2.35

left

actually

8

3

1.76

actually

everybody

9

3

1.76

everybody

little

6

3

1.76

little

money

5

3

1.76

money

time

4

3

1.76

time

Performing a text search on these popular words provided the word trees in figure 24 and
25, which shows the association with each of the words from the search and their corresponding
reference. Results around the word “kind” produced sentiment of “rumors swirling, market share
taken, already have this, negative atmosphere and beating a dead horse.”

Figure 24. Text search query-main reason left-kind

Figure 25. Text search query-main reasons left-uncontrollable-left
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Focusing on the text search in figure 25 and the key word “left” revealed equally negative
sentiment with phrases like “towards the end, a lot of my friends, and they laid.” All of these
phrases combined with the key word “left” depicted an environment associated with concern for
the future of a company and their position.
Some examples provided by the participants that paint a picture of concern are listed
below:
Table 28. Main reason left-uncontrollable
They had a change in ownership and they were bought out by a different company. We were all laid off.
The project that I was on, they lost.
The company they were with, they actually pulled our contract.
And at that point they switched up to a different contract, and it just wasn't a good fit money wise for me.
Was actually for personal reasons. I had a family scenario that required me to be out of the company for quite some time.
When I came back after that period of time, my position had been filled.
I wasn't liking the face-to-face contact, and I also didn't like speaking to clients about their money.
It was an excellent opportunity. I made a nice amount of money, but there were internal changes in the company, which
brought about a lot of tension internally to the sales staff. It all culminated with a company actually being sold.
They downsized the company because it wasn't successful.
Well, they were talking about layoffs
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Controllable

Figure 26. Word cloud-main reason left-controllable

In this section, we examine the controllable side of the reasons employees leave,
specifically focusing on the attributes identified from the analysis of the interviews that could
have avoided, if identified, the reasons participants left one inside sales job to go to another. The
analysis shows that 18 of the 32 jobs left by participants were controllable at some point. In
addition, four of five people who left due to controllable situations left a third job for similar
reasons. Controllable reasons for leaving a job means specific situations where the participant
felt change was needed or occurred without any input from them. Additionally, they believed
their talents were not being utilized to their maximum potential and the company or management
either did not realize it or did and elected not to acknowledge the disconnect. The word cloud
for controllable reasons and the word summary shows interesting results with the word “make
and money” at the top of the list, followed by “left and structure.” Analyzing these words
brought some interesting sentiment towards the companies for which the participants worked.
One example was, “The reason I left was actually advancement and pay.” Another example
showed the importance of being able to work and contribute without feeling controlled and read,
“I told myself that if I could get into a position where I could actually utilize my own words, if I
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could take the handcuffs off so that I could actually do what I wanted to do I was going to hop on
it, even if it meant making less money.”
Table 29. Main reason left-controllable
Word

Length

Count

Weighted Percentage (%)

Similar Words

make

4

7

1.99

make, making

money

5

7

1.99

money

left

4

6

1.70

left

structure

9

6

1.70

structure, structures

Figure 27. Text search query-main reason left-make
Much of the sentiment from this question and the resulting analysis pointed directly at the
company and management. Comments that focused on hiring practices such as, “And it was due
to poor hiring. I was on that project for many, many years, and then they started hiring without
the background requirements” demonstrated that current employees could see the disconnect and
future problem, leading to the desire to leave. The word tree provides a glimpse at the results
using “make, money, and structure” as the key word searched for. Phrases from all three queries
showed the importance of making money, whether it was impacted by the structure in which it
was made or simply the ability to make money; clearly, making money was an important
attribute to each participant. As their ability to make money changed, they lost the drive, which
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showed in the word tree as they no longer enjoyed the job or stated it was getting harder, even to
the point of selling twice as much to make the same amount of money.

Figure 28. Text search query-main reason left-money

Figure 29. Text search query-main reason left-structure
Examining the responses classified as controllable, it is important to classify them further
as “pay” and “non-pay” in order to determine if the main reason a participant left a company was
based on pay or something different, like the ability for advancement or other non-pay related
issues.
Table 30. Pay related reasons left
I found that there were other positions within central Florida that would pay me a whole lot more money for my talent and
that's what made me leave.
They moved me to another project, and that project really didn't have the ability to give me the financial income that I was
used to. That's why I left.
The starting pay for what you do I think I believe was under what my experience calls for. And there wasn't a way to get to
where you want to be at, basically for the amount that you're looking for.
Like everybody in sales, you follow a comp plan.
That's just reality when it comes to any sales position, you follow a comp plan. When a comp plan goes from positive to truly
negative in terms of its performance, you're following the best comp plan out there.
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Table 30 (Continued)
The compensation would change probably at least anywhere between every two to four months. Compensation would change
on how you're able to make your money.
So we'd have to sell twice as much to make half as much as we used to with the same amount of sales.
I would say the main reason was compensation, and schedule adherence.
More than a 50% loss of commission on a monthly basis.
New owners coming in and that creating a whole new structure compensation wise, organizational wise and that's what really
brought the situation to an end so to speak.
I left was basically that the commission structures just weren't to my liking anymore, from when I first started to where it
ultimately became every year they just became more difficult to make money and I just didn't enjoy the job.

Table 31. Non-pay related reasons left
Truly for that reason. I felt like I had a lot of opportunity within myself. I like being around people. And I felt like there was
just real lack of support, and there really wasn't a benefit for me.
The culture became very toxic.
I had a good relationship with everyone probably except the manager. We had very different, conflicting moments. She just
wasn't very ... it's always her way or the highway. She wasn't very reasonable, I guess. I would say that and then also the pay
so those two ... the relationship was with my current manager and also the pay structure as well.
The main reason I left Staples was because if I... I told myself that it I could get into a position where I could actually utilize
my own words, if I could take the handcuffs off so that I could actually do what I wanted to do I was going to hop on it, even if
it meant making less money.
So, the reason I left would be solely because I didn't want to be a robot.
And it was due to poor hiring. I was on that project for many, many years, and then they started hiring without the
background requirements.
Same amount of work, same hours. The hours were actually a little bit longer, because we had to work on the weekends now.
Which is a little harder for me, since I have a family. I have two little girls, so I couldn't work on the weekends. So it was just
kind of getting a little difficult.
The reason I left was, actually, advancement and pay scale.
Main reason were the support and also my direct manager.
Used to have access to having a flexible schedule as long as you maintained working 40 hours a week, and that changed
where you had to have a very strict schedule monitored, literally down by the minute.
I felt like I was intrusive. I'm much more comfortable talking to them about telecom.
Just wasn't challenging and rewarding.
Also in order to make money you had to do a lot of things that were, let's just say, not right. Pretty much lie to customers on a
daily basis.
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Table 31 (Continued)
Morally I didn't enjoy it. Myself and many other colleagues left for that reason.
I guess it was a position that essentially required a lot of, in my opinion, unethical ways to achieve a quota to a certain base
of customers.
I think between a multitude of issues, whether it be from the product, to the tools we were given, to the promotions, to the
clientele, it was a very uphill battle the entire time.

This area of my research surprised me and was counterintuitive for me. Most
practitioners believe that compensation is the most important reason an employee leaves a
company. Compensation is important, but from my research as well as many of the articles
reviewed in the literature, compensation is not the main reason a salesperson leaves one
company for another. The information in the non-pay related reasons left (table 31) shows many
reasons beyond pay that caused participants to leave. I purposely omitted un-controllable coding
as these reasons are caused by decisions made outside the normal operational or day to day
decisions. Loss of contracts, takeovers and mergers, or downsizing are all reasons that are uncontrollable at the salesperson or direct manager level. The balance between controllable
references and un-controllable references was not even close. Controllable references totaled 34
whereas uncontrollable totaled 19. The information in figure 30 shows how the number of years
in sales impacts the comparison of pay to non-pay related issues when leaving a company. From
the data, it appears those in sales between 11- and 15-years value more of the non-pay related
issues versus pay. Those with years of service between 16 and 20 have shifted back slightly to
pay issues.
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Figure 30. Comparison of non-pay to pay based on number of years in sales
The information in figure 31 takes a similar look as above but replaces years in sales with
the number of sales positions held. When analyzing this chart, the number of non-pay references
are highest with those who have worked in four different sales positions while the lowest was
with those with five sales positions and those with only two. It appears that participants with four
positions held and between 11 and 15 years in sales are most concerned with non-pay related
attributes leading to thoughts and actions in leaving their employer.
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Figure 31. Pay to non-pay and number of sales positions held
Recruiting-Prior and Current
Question: Can you think back and provide details on the last time you were recruited for
a sales position with another company?

Figure 32. Word cloud-recruiting
The questions surrounding recruitment examine how and if inside sales representatives
are being recruited and does not focus on any past or present position. All participants noted they
had been contacted by recruiters on a regular basis. One commented that he had multiple
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recruiters contacting him to try to schedule interviews. From the replies, it appears recruiters
recognize Central Florida as a good resource for potential candidates if they are willing to relocate. With the continued evolution of social media and especially LinkedIn, the ability to
recruit is easier than has been in the past. LinkedIn was mentioned to the point that it is quite
prominent in the word cloud. Specific comments surrounding recruiting focused on frequency
and sources. The frequency was alarming and included responses from all participants
recognizing companies they would or would not engage in an interview. It is apparent from the
responses that opportunities exist at different levels. The summary from the word frequency
(table 32) shows the prominence of the first 10 words. As mentioned above, LinkedIn made the
top 10 list.
Table 32. Word frequency-recruiting
Word

Length

Count

Weighted Percentage (%)

know

4

10

1.67

Similar Words
know, knowing

yeah

4

9

1.50

yeah

reach

5

8

1.33

reach, reached, reaching

want

4

8

1.33

want, wanted

looking

7

7

1.17

look, looking, looks

mean

4

6

1.00

mean, means

actually

8

6

1.00

actually

email

5

6

1.00

email, emails

good

4

6

1.00

good

LinkedIn

8

6

1.00

LinkedIn

Specific comments from the participants surrounding the recruiting question are:

Table 33. Recruiting
Yeah, consistently tried to get recruited through LinkedIn.
I have been head-hunted or recruited.
The HR Department that did reach out to me, they sent me a couple of emails. They wanted to schedule an interview, but I just
decided to take the other one instead.
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Table 33 (Continued)
All the time. I mean, if you have a LinkedIn or any social media outlet, people reach out to you all the time. So I'd say at least
once a week ...
Yeah. I was contacted shortly after I left “X company” and I went to “Y company” I was contacted by a couple of recruiters. I
didn't get too far into the conversation. I really don't even recall what the jobs were.
So, I receive recruitment opportunities daily in LinkedIn, now with that being sad I am handsomely paid, so I have a feeling
based upon my research that many of those are not a good fit for me.
It happens pretty frequently on LinkedIn. Pretty much, just they'll reach out to you asking generic, "Hey, it looks like your past
experiences and your current job will fit well within X, Y, Z Company. Do you have a moment to speak?" I would say it
happens on a regular basis, especially with social media.

Potential Opportunities-Current
Question: In the community where you live, how many different inside sales
organizations are within driving distance?
Following the question on recruiting, I asked if the participants knew of inside sales
opportunities within driving distance of their homes, how far they would have to go, and their
overall feelings about these potential companies. Surprisingly, each participant knew of more
than one, if they decided to leave their current company, that they could fairly easily get hired by
another. The word cloud did not provide a count of greater than three, and most results were two
hits or less. I did find the number of organizations mentioned and the varying difference
interesting. The sentiment in the responses went as far as indicating they knew of more but
would not work there. Others stated they only knew of three or four that could use their talents
though they knew of many more.
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Number of Inside Sales Organizations Within
Driving Distance
Inside Sales Organizations
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Figure 33. Number of inside sales organizations
Comments from participants who felt their numerous opportunities were outside their
current inside sales position are below. Only a few comments were the opposite or of a negative
nature; they are listed as well.
Table 34. Positive references towards future opportunities
I would say there are about 2 companies that would actually allow me to afford the lifestyle that I live and keep me in a
comfortable position as a sales person there.
This is the only one.
Oh, countless. I would say maybe, that I can think of off the top of my head, I would say about six.
Readily available for me if I wanted to go there? Maybe three within the distance that I would want to go.
Cause we're talking about from the West side of Orlando to the East side of Orlando, which, depending on what roads you
take, if you can take the commute. So yeah, a lot. An awful lot.
I can only think of the telecom opportunities, like Brighthouse, CenturyLink, Sprint. I think just those three. But inside sales,
I'm sure you could do anywhere. You know?
And I'm sure that's low. I'm sure there's a lot more.
I mean between Maitland, East Jeffery, there's different types of sales, for nursing and all that. What I qualified for, Inside
Sales, I don't know exactly but there is plenty. You can go anywhere from 20 to 50. There Nursing Inside Sales jobs.
Recruiting.
So within I would say two miles, one, five big ones, corporations that I would feel comfortable at.
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Table 35. Negative references towards future opportunities
Well, I have the qualifications for the jobs, but I wouldn't take them because it's not the type of inside sales environment that I
would like.
The radius would have to expand out pretty wide from where I'm at.

Why are You with Your Current Employer?
Question: What are the reasons you are still with your present company?

Figure 34. Word cloud-why current employer
The purpose of this question was to validate whether what I had been told throughout the
interview was in line with their new company. In other words, did participants feel that by
leaving their previous employer, they improved at least one aspect that was important to them?
Many of the results focused on issues with past management as well as company policies. Much
was presented about compensation and how inside salespeople follow a compensation plan.
Interestingly, the word cloud (figure 34) shows compensation is quite low on the list of words
and does not make the top 10 list of most frequent words. “Flexibility” is in the top space
followed by the word “good.”
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Table 36. Word frequency-why current employer
Word
flexibility

Length

Count

Weighted Percentage (%)

Similar Words

11

7

2.51

flexibility, flexible

good

4

6

2.15

good

churn

5

5

1.79

churn

fact

4

5

1.79

fact

schedule

8

5

1.79

schedule, scheduling

actually

8

4

1.43

actually

benefits

8

4

1.43

benefits

10

4

1.43

definitely

6

4

1.43

thing, things

10

3

1.08

appreciate, appreciated

definitely
things
appreciate

The word trees for “flexibility, good, and schedule” reinforced the word cloud and
provided valuable insight and an overall positive sentiment. The word “flexible and flexibility”
emerged numerous times, and as shown in the query (figure 35), it helped to define a quality of
life that goes beyond a rigid schedule and impacts the overall conditions.

Figure 35. Text search query-why current employer-flexibility
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Figure 36. Text search query-why current employer-good

Figure 37. Text search query-why current employer-schedule
The text search queries for the top three words provide valuable references for why
participants are with their current company. The results show that participants have looked
beyond compensation and feel a safe environment with a flexible schedule, good benefits, and a
company that cares for them as an individual is the basis for their current happiness.
Compensation arises, but at a minimal rate that does not make the top 10 list in the word search.
Comments from the participants are below and are divided into three sections: company,
compensation, and people:
Table 37. Why current employer-company
Because I love the company and I love my work schedule and my customers. I've been used to it for so long.
One thing I like about “X”, is that obviously it is a name that you recognize. It makes it easier for a salesperson. I appreciated
the fact that “X” has a great package. I'm a family man. I have four children. Well, one adult now, three little kids and a wife.
I appreciate the fact that we have a great package when it comes to our benefits. I also appreciate the fact that overall “X”
will attempt to take care of their employees.
Like the fact that I have flexibility. I do like the fact that I have flexibility. And I like the people I work with.
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Table 37 (Continued)
The flexibility, definitely flexibility, very flexible schedule being that I guess that I have two children.
Atmosphere. Definitely there is growth room to become manager at some point or a lead on a team.
I think they have work life theme to where to not work on the weekends and to get out at a decent time to have family time and
maybe the possibility to work from home at a certain point.
One of the big things is the amount of money that they invest in you when they hire you.
The benefits are fantastic, the community is amazing, and they do actually listen.
I've never worked for a sales position in my entire career, not one, where a goal was dynamic.
That goal is dynamic. They adjust that like warm hearted human beings do based off of the performance of the month as a
whole.
You want to work for a company that you take has some stability.
So, that's the reason why I do like “X” it's the future.
Yes. With the scheduling, it's more of a flexible schedule where you're not here to just clock in and out per say, and I like
having that flexibility.
This is a very comfortable environment.
The name recognition that “X” has. You guys are an established company.
Benefits are good, I feel safe in my role so I'm not threatened by lay-offs and job changes at this point.

Table 38. Why current company-compensation
The financial gain is a lot more than my last job.
The compensation. Last year, I actually made the most money that I've ever made at any job. So compensation is definitely a
factor there.
Pay is very competitive with ... actually more competitive with a lot of inside sales companies.
So what makes this different or what makes this good is they've figured out that comp plan is the most important, but it's can
just ask away from the other side for a few things, they're not going to churn out just because of a change of a comp plan.
If I do 100% of my job here, the commission amount is about the same as it was at the other place. But the ability to get to that
100% is more realistic here than it was at “X”. Or my previous job.
One of the reasons. Money of course.
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Table 39. Why current company-people
The relationships here, I mean the people are great, as well. I'm a peoples’ person so I really interact and connect with
everybody that I can speak to.
Management, I know the manager has been very good to me in the past, so definitely a good relationship with him.
I feel like the company is strong. However they do take good care of their employees, I see that.

Another area where the results surprised me was why participants were with their current
company because of the ratio of references that are not pay related. Of the 32 files coded, 23
references stated the main reason participants are with their current company had to do with the
company, not related to pay. Only eight references stated participants are with their new
company because of the pay. Granted, all participants are being compensated, and from my
research of Central Florida inside sales companies, there is not a lot of difference when
comparing like positions. When comparing the relationship to the number of years in sales (table
38) and the number of sales positions held (table 39), the group in the 11 to 15 year group who
have held three or four positions believe the company is far greater in importance than pay. The
importance of pay is the second reason but appears to have more significance for participants
with less tenure in the six to 10 years of sales while the number of sales positions is most
important for those with three through five positions held.
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Figure 38. Why current company-years in sales

Figure 39. Why current company-number of sales positions
Final Thoughts
Question: Is there anything we missed that you would like to add?
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Figure 40. Word cloud-anything missed
The last question I asked each participant was if they had any final comments or whether
I missed anything they felt was important to the research project. Surprisingly, almost all
participants had something to add, which is good and added to the research. Some comments
were quite pointed and showed participants were not afraid to express their feelings. Churn is a
huge buzz word in sales as many companies focus exclusively on reducing the churn of the
customer base. One participant commented churn should be measured at the employee level and
that retaining employees should be of the utmost importance of any company. Other comments
focused on open communication and its importance in retaining employees. Along the lines of
open communication is showing the value or importance each employee makes to a company.
Personal development is important, and it is troubling when an employee states the only way to
advance in a company is if someone quit, died, or got fired.
Table 40. Word frequency-anything missed
Word

Length

Count

Weighted Percentage (%)

person

6

6

1.44

person, personal

business

8

4

0.96

Business

churn

5

4

0.96

Churn

clocking

8

4

0.96

Clocking
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Similar Words

Table 40 (Continued)
employees

9

4

0.96

Employees

everybody

9

4

0.96

Everybody

higher

6

4

0.96

Higher

little

6

4

0.96

Little

money

5

4

0.96

Money

thing

5

4

0.96

thing, things

value

5

4

0.96

value, valued

Comments from the final question of the interviews have been divided into three
categories and are based on feelings toward the company, towards compensation, and towards
the people they either worked with or encountered through management. This categorization
follows the same line from the previous question that asks why participants like their current
employer.
Table 41. Final comments-company
It's just everybody is different so you just wanna find out what's the reason that person ... what's their goal and how you can
help them to achieve it. Because if they're working at their best at their current job or if they're giving you 100%, then they're
bound to perform at a better level than if they're always negative, if they're always ... if they just hate their job.
And recognizing our value, we're not going to hang around very long if you want to keep your retention right, get good staff in
there, just continue to making sure it's the 50/50 type thing or, you know, very close to it, if not. Something that keeps us
satisfied.
Churn shouldn't be measured just off of your customer base, it should be measured off of your employment base.
So retaining employees should be one of the, if not the most, important part of a company.
A lot of times at my old company unless somebody quit, died, or got fired in a management position, there was little to no
chance of ever moving up the ladder 'cause there was no upward movement available.
I think for me particularly, having open communication, just something where employees feel comfortable going to upper
management and addressing any concerns.
Making an employee feel valued at the company whether it's acknowledgement for obtaining monthly goals or achieving
certain levels within the business, for example, if someone went from a business consultant to a coach. Showing growth in the
business, and also just feeling recognized. I think little things like that would help with employee turn over because you're
gonna feel valued at the company.
So, even with the company I work at I would say I feel although they are a Fortune 100 corporation, they're looked at as one
of the Gold Standard companies within insurance, they have extremely high turnover. I think their goals are extremely lofty
considering what we do, and there are many people that come from our current educational system that are enticed by money
and they have no clue, in the youthful age as to what exactly this job entails.
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Table 41 (Continued)
I feel like inside sales in general is treated like the red-headed stepchild of every organization. They're expected to do the
same, if not more, tasks than someone else who's out in the field with the same quota, but with higher expectations in the
inside, whether it's more monitoring of calls, whether it's more monitoring of emails, your time.

Table 42. Final comments-compensation
Great sales individuals will not stay in a position where we're not making what we feel we should make there at all.
If you want to minimize turnover, you want to make sure that you are keeping your sales force satisfied, obviously it just needs
to be something that is going to be beneficial for both the company as well as the sales rep and hold hands they can write
whatever they want to write in terms of our comp plan but please keep in mind that we are individuals that recognize our
value.
Be a little bit dynamic with your metrics, be a little bit more empathetic with your metrics, so you don't churn out employees.

Table 43. Final comments-people
Inside, we are there. We are able to make, we don't have to knock on doors. We are not out costing you for travel. We are not
out taking clients out for lunches or dinners. We are the indivi-, if you ask me, we are the backbone of a company's sales
success.
Employee churn is a very big deal. It costs a heck of a lot of money, costs a heck of a lot of headaches.
So in terms of employee churn and maintaining employment, empathy is important. We're all human. Stop looking at numbers.
Sure. Sales is not for everybody. You got to be a unique individual, got to be able to handle the stress, you also got to be able
to realize that it is job, and don't take it home to your personal life because it will run you crazy.
Not everybody can do an inside sales position job, often times the money is very good, however that doesn't mean that you can
take a well educated, young person out of college and teach them skills to be an inside salesperson.
I feel bad for a lot of the people that I do mentor but fortunately we do have mentorships so we can direct them to other lines
of the business that they're better suited for and I think that that model works well, and needs to be probably implemented in
other companies.
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CHAPTER FIVE:
DISCUSSION/CONCLUSION
The purpose of this research was to identify internal and external factors that impact or
contribute to the desire to change companies even if the new company is across the street or
around the corner. Central Florida has an enormous number of inside sales teams ranging in size
and scope and managed by small startups as well as Fortune 100 companies. The ability to work
inside sales in Central Florida is sometimes as simple as applying for an opening.
I have been in my current role of inside sales manager for more than a year and have
never been fully staffed due to numerous reasons. The number of unfilled positions would
indicate an employee’s market in Central Florida regarding inside sales positions. Based on my
research, the number of opportunities available to an experienced inside salesperson is the most
influential external factor uncovered.
Every participant of this research study knew of multiple companies (table 44) where
they could gain employment if they desired. More than 43% knew of between four and six
companies they could most likely get hired at, if they decided to leave their current employer.
Almost 20% knew of more than 10 companies within driving distance. A few participants
commented they know of companies that their skills far exceeded the level required to do that
job and would not apply. Every participant also could name the last time they were recruited to
change positions, some commented it is a weekly occurrence.
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Figure 41. Number of inside sales opportunities identified by participants
Internal factors far outweighed the external factors. Data collected focused on the work
environment, specifically the facility, the tools made available to the salespeople to do the tasks
required, and the operational support such as marketing, training, and operations. From there, the
discussion focused on the goals of the company and participants’ individual goals. The next area
discussed was what participants liked most about the company they had left followed by what
they liked least. This questioning led into a discussion regarding the management they worked
with and the main reason for them to leave. This questioning was repeated for each company the
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participants had worked with in an inside sales capacity. Positions that were not sales were
disqualified and the questions were stopped for those positions. The final area of the interview
targeted internal factors as an opportunity for participants to share any final comments or add
areas they felt the discussion had missed.
Work Environment-Facility Discussion
In the results describing the facility, interviewees were split. Those who expressed
positive statements were more emphatic and most likely did not consider the facility as a
contributing factor in employee turnover. On the negative side, the statements were apathetic at
best to more serious in nature and could lead to or be a contribution factor in employee turnover.
Key words from the word tree lead me to conclude the interviewees felt a disconnect or a
comparison issue between the company and the environment, locations, and the world. Of the
total references to facilities, the overall sentiment of participants provided seven negative
responses and 22 positive responses.
Work Environment-Tools Discussion
The question on work environment and the tools salespeople have provided minimal
information on factors that would lead to employee turnover. Though there were negative
responses by some interviewees, the severity of the replies did not warrant concern for intention
to leave. Poor tools/equipment provided could add fuel to the intention to leave and could be
described as a tipping point provided other negative internal factors exist. The comments from
participants led me to conclude that poor tools alone will not cause employee turnover. Positive
responses showed the commitment some companies have made to front-line employees, which
can help soften the impact of potentially other negative attributes. Of the total references coded,
15 were positive while only five were negative.
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Work Environment-Operational Support Discussion
Operational support was shown in the replies recorded through the qualitative interviews
that indicated marketing and engineering play a vital role in the success of an inside salesperson.
Comments recorded are either at one extreme or the other with nothing in the middle or neutral.
Participants with a strong operational support team have a great environment and support is
clearly not an attribute contributing to employee turnover. Organizations with a weak or
challenged operational support system can be an attribute contributing to employee turnover.
Inside salespeople are commissioned and have a portion of their monthly pay at risk. A weak
support team, whether marketing or engineering, can lose deals for salespeople. The loss of too
many deals and a salesperson’s commission or at-risk pay is impacted severely in a negative way
and can be considered an attribute leading to employee turnover.
Individual and Company Goals Discussion
The replies surrounding company and individual goals provided a wide range of
information. The individual goal responses clearly showed a focus on participants’ personal
goals. Exceeding personal potential and exceeding the company’s expectations was a prominent
theme. Salespeople are highly driven to be successful, which showed from wanting a new car to
having an annual commission goal. Making money and being at the top of the performance
ranking chart showed up in numerous responses. When corporate goals align and transparency
with individual goals exists, a harmony is achieved and both parties succeed. The salespeople
who understood their company’s goals were apparent in the tone of their responses.
Salespeople are quick to realize a company whose corporate goals do not align with their
personal goals. This lack of alignment is most notable when daily activity is measured through
indicators referred to as key performance indicators (KPIs) and KPIs have little or no impact on
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the salesperson’s ability to make money. When corporate goals interfere or retard salespeople’s
ability to meet their individual goals, this interference can turn into an attribute that promotes
employee turnover quickly.
Liked Most-Discussion
The question on what participants liked most at their previous company provided some
interesting responses that provided a viewpoint where some things were good though participants
ended up leaving these companies. The most startling response focused on the fact that the
company took sales secondary and was more concerned with how an employee was doing as a
person. The introduction of dynamic goals was given; these types of goals occur when the
monthly quota changed based on the number of days a salesperson was in the office, or
uncontrollable factors impacted a salesperson’s ability to sell. This type of goal is a progressive
move for a sales company and unmatched by others in the community. Many references noted in
the environment section possibly could have been coded as people since the line between the two
was somewhat blurred. Overall, a balance seems to exist between the environment of a business
and the people with whom the participants worked closely. Many comments complimented the
people participants worked with and expressed the importance of having a strong supportive
relationship with peers.
Liked Least-Discussion
The question asked of each participant regarding liked least about their previous company
provided an interesting perspective. The responses by some participants included details that
could have been categorized in direct management, company goals, or any of the work
environment categories. The purpose of this question was to get participants to choose the top
reason or most important factor they liked least at their previous employer. The responses
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provided a varied range of issues that could attribute to a participant leaving for a new
opportunity. Issues ranged from a lack of a pay increase over five years, hiring practices that
changed the dynamics of the organization in a negative way including the culture, the facility
was rundown, and the company did not appear to prioritize improving the working conditions. In
some cases, these issues appear to have deteriorated the professionalism of the workers to the
point where the attire worn by peers became unprofessional with the ability to wear shorts to
work. Micromanaging was also a prevalent reply; some participants shared experiences where if
employees were late by 60 seconds from break or lunch, they were given considered an
occurrence. If employees had enough occurrences, they were written up.
Direct Management Discussion
The discussion surrounding direct management provided a wide range of information
from the participants. Those in the supportive camp were eager to provide much praise to the
management team, stating their success was directly related and impacted by the managers they
had. Some participants commented that even after they left the company, they remained in
contact with their old manager/s, to the point of calling them friends.
On the opposite side of the spectrum, some participants were equally vocal to call out
management that was non-supportive. Salespeople claimed the issues they had was their fault,
not the fault of the company or management. In the non-supportive arena, it was clear that
management was not engaged with participants’ reports and focused mostly on following the
manual with little or no compassion for the situation or the salesperson.
Main Reasons Left
This area of my research was surprising and counterintuitive to my instinct. Most
practitioners believe that compensation is the most important reason an employee leaves a
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company. Compensation is important, but from my research as well as many of the articles
reviewed in the literature, compensation is not the main reason a salesperson leaves one
company for another. The information in the non-pay related reasons left (table 31) shows many
reasons beyond pay that caused participants to leave. I purposely omitted un-controllable coding
as these reasons are caused by decisions made outside the normal operational or day to day
decisions. Loss of contracts, takeovers and mergers, or downsizing are all reasons that are uncontrollable at the salesperson or direct manager level. The balance between controllable
references and un-controllable references was not close. Controllable references totaled 34
whereas uncontrollable totaled 19. The information in figure 30 shows how the number of years
in sales impacts the comparison of pay to non-pay related issues when leaving a company. It
appears from the data that those in sales between 11 and 15-years value more of the non-pay
related issues versus pay. Those with years of service between 16 and 20 have shifted back
slightly to pay issues, which is most likely explained by the career stage identified by Karen
Flaherty (Flaherty & Pappas, 2003) that stated tenured salespeople are not looking to expand, but
move into a self-preservation stage.
Why Current Company Discussion
This is another area where the results surprised me because of the ratio of references that
are not pay related. Of the 32 files coded, 23 references stated the main reason participants are
with their current company had to do with the company and not related to pay. Only eight
references stated participants are with their new company because of the pay. Granted, all
participants are being compensated, and from my research of Central Florida inside sales
companies, there is not a lot of difference in compensation when comparing like positions. When
comparing the relationship to the number of years in sales (figure 38) and the number of sales
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positions held (figure 39), the group in the 11 to 15 years of experience who have held three or
four positions believe the company is far greater in importance than pay. The importance of pay
is second but appears to have more significance for participants with less tenure in the six to 10
years of sales while the number of sales positions is most important for those with three to five
positions held.
Opportunities
All participants interviewed knew of many different inside sales opportunities available
to them if they decided to leave their current position, and of those discussed, only two
participants spoke negatively about their options. The balance spoke positively about the options
available, and in some cases, participants knew of past peers who worked there. Over the years,
as the participants have been associated with inside sales, the number of people they know at
different companies increases. This exposure provides an insight to how other companies in the
region are growing and the working conditions within the organization. They also provide an
insight into the company’s management and pay practices. Though this information is second
hand, any interested party can obtain a fairly accurate description of life at a different company.
Some managers use their current staff to help recruit salespeople away from their current
employer provided they are the right fit. Many participants interviewed knew the names of
potential inside sales organizations, managers who worked there, and multiple salespeople they
have worked with in the past. In summary, the fear of not having an inside sales position was not
a concern of any participants based on the number of companies they knew of.
Recruiting
The topic of recruiting like opportunities was nothing new to any of the participants. All
have been recruited in one form or another with most activity taking place on LinkedIn or
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through direct contact with a specific company. As mentioned in the summary of operations,
some of the best recruiting is done by current employees, and many companies offer a recruiting
bonus that pays cash if a referral is hired and stays employed over a certain number of days.
Participants led me to believe that the amount of recruiting occurring is almost to the point of an
annoyance. The demand for tenured inside salespeople is growing as more and more companies
are utilizing the inside sales arena to supplement direct sales or seeking a lower cost sales
organization.
The common recruitment practice is a request by a person not necessarily identified as a
recruiter to become a friend or follower on some type of social media. Once accepted, the next
step is to contact the person directly through email to see if he/she has time to talk. At this stage,
the recruiter will determine the amount of interest. Depending on all the attributes discussed in
this research project determines whether the person being recruited replies or simply dismisses
the attempt. Each participant was able to define the steps a recruiter takes.
Final Thoughts
This research project has been invigorating throughout the different stages from why this
topic, to literature review, to interviews, and finally, analyzing the results. What surprised me the
most was the ability of each participant to speak candidly about their previous sales positions and
the detail provided. It is clear that each participant is equally concerned with employee turnover,
to the degree that some participants are not afraid to call out their management team on the
current hiring practices.
Of all the companies represented in the interviews, those in Central Florida have realized
the importance of a competitive wage for like work performed. Some of the movement from
company to company or within a company can be attributed to promotions where the
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responsibilities have increased, including sales quotas. Participants who felt they were being paid
correctly for the work done focused more of their concerns for leaving on non-pay related issues
as described in the section on the main reasons left or equally, the section on why the participant
is with a company today.
Clearly, non-pay references provide the basis for leaving one company and moving to
another. The specific reference that surprised me the most was the importance of flexibility
within a company. Flexibility took different shapes in the interviews and coding and started with
schedule adherence. Others discussed flexibility in work dynamics, including the activity
required, the ability to utilize their words and not those of a script, and finally, the flexibility of a
dynamic sales quota. This topic is intriguing and only one company from all the companies
represented utilized this practice today.
Conclusion and Future Research
The purpose of this research was to determine what internal and external attributes
contributed most to the decision to leave a company. Specifically, this research focused on inside
salespeople in Central Florida with at least two years of experience. The qualitative data coded
and reviewed showed many factors can be attributed to the decision to leave. The facility
provided had the least impact with 22 positive responses and only seven were negative. Tool
availability had an impact although it was not a direct impact, but more of a modifier of other
negative attributes. The ability to complete the tasks at hand with systems that worked and
worked well tended to offset other attributes measured. The final attribute within work
environment was operational support and interviewees with a strong support organization
recognized this. Operational support teams can compound sales and earnings by partnering with
sales as an equal team member. For many reasons, some companies do not have as good
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operational resources as others, which surfaced in our discussion and is an attribute impacting
the decision to leave. Company goals and individual goals provided a wide range of information
and proved to be a positive and negative attribute.
The discussion on goals provided a significant amount of data to support organizational
justice and specifically, distributive justice theories. Companies who changed measurements on
compensation and quotas multiple times in a year were questioned by their employees. This onesided activity created the perception of unfairness and was recognized by all participants. All
commissioned salespeople expect goals, yet the overall fairness perceived by the participants
when goals changed multiple times in a year was a problem. Liked most and least provided a
rainbow of answers ranging from training to management to company goals and the people they
worked with. Data from these two questions did not provide a conclusive attribute that made a
person stay or leave their prior company but provided the modifier that could tip the scale either
way.
Direct management was easily one of the attributes that impacted the propensity to leave.
This issue can be captured by how engaged management was with their subordinates. Comments
from supporters of management described a continuous bond even after they left the company.
The opposite was the non-engaged manager who had little compassion for the individual or the
situation and simply followed the corporate message. Compensation was ignored although many
participants commented pay was important. Direct management along with management in
general that impacted the daily life of a salesperson was by far the most important attribute
discussed. The data shows the importance of a management team that puts the interests of the
employees first. These salespeople are quick to recognize their management team for allowing
the flexibility needed to succeed personally and professionally in inside sales.
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Looking forward, I would like to continue to explore and research about flexibility in
sales organizations. Flexibility can take many different routes, from the dynamic work schedule
to a dynamic compensation plan. The thought that a salesperson would have a dynamic quota
was a first for me, and I can see the importance of this flexibility where internal or external
factors could impact the ability of a salesperson to make his/her numbers. How can companies
adopt a dynamic quota and still deliver the results expected by shareholders and Wall Street?
What sort of limitations do you put on any dynamic measurement? I want to continue to research
this area and focus on it from a practitioner point of view. Flexibility also is discussed in terms of
schedules and schedule adherence, key performance indicators, and the ability to communicate
without using specific scripting. All these factors point directly at management/executives and
their willingness to deviate from the status quo. Inside sales teams I have been associated with
are known to be progressive in many ways. Future research could provide the catalyst and
foundation for designing the perfect sales organization that provides the flexibility and dynamics
salespeople want, yet delivers the results the company and shareholders desire. It would be a
major accomplishment for me and the university I work for to develop the formula for this
movement to happen first in Central Florida then beyond.
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APPENDIX 1:
RECRUITMENT POSTER

MUMA COLLEGE OF BUSINESS
“EMPLOYEE TURNOVER IN AN INSIDE SALES ORGANIZATION”

Pro# 00038260

Be a part of a research study about employee turnover!
To participate in this research study, you would need to:
 Work as an Inside Sales Rep currently or in the past in Central
Florida
 Meet with a researcher for a 30-60 minute in-person interview
about your work experience.
 Have worked more than one company as an inside sales rep
 Have left voluntarily from a previous inside sales position
 Be at least 22 years of age and have 2 years of job experience
All participants selected who complete the interview will receive a
$25 Amazon or Starbucks gift card.
If interested email me at dkimerer@mail.usf.edu
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APPENDIX 2:
INTERVIEW QUESTIONS
1. Please introduce yourself including name, title, number of years in sales, and number of
sales positions you have held in your career.
2. How would you describe the work environment?
a. How was the facility?
b. Describe the tools at your disposal?
c. Describe the operational support?
3. How would you describe the management who you had direct contact with?
4. Can you describe your individual goals and those of the company?
5. For the most recent company that you left, what were the reasons?
6. What did you like most about this company?
7. What did you like least about this company?

Repeat Questions 2 through 7 for each company the interviewee left
8. In the community where you live, how many different inside sales organizations are
within driving distance?
9. Can you think back and provide details on the last time you were recruited for a sales
position with another company?
10. What are the reasons that you are still with your present company?
11. Is there anything we missed that you would like to add?
Thank you for your time!
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APPENDIX 3:
CODING MANUAL

Inside Turnover Coding Manual
Name

Description

auto code
01~ Number of years in
Sales

Represents the number of years each interviewee has been in sales

02~ Number of sales
positions held

Represents the number of sales positions each interviewee has held during
their individual sales career to date.

100~ Anything missed

This is from the last question of the interview where the interviewee was asked
if there was anything from their perspective that was missed in the interview
or anything they would like to add.

101~ WE-facility

Work environment-facility. This node targets comments made by the
interviewees that focus on the facility they work in. This includes the
geographic neighborhood, building, personal workstations, etc.

102~ WE-tools

Work envirionment-tools. this node describes the tools used by the
interviewees within each sales organiziation and can range from hardware to
software both internal to the company or external for all to use.

103~ WE-op support

Work environment - Operational support. This node measures the level of
operational support interviewees received during their work hours.
Operational support are considered all of the activities performed by other
departments such as sales engineering, marketing, training, etc.

104~ Direct Management

Direct Management is the feedback provided by interviewees pertaining to
management each interviewee had contact with. Levels can range from
immediate supervisor to two levels above.

105~ Main reasons Left

This node identifies from the interviewees the main reason why they left their
previous company. Interviewees were asked to provide one main reason from
the discussion/interview.
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Name

Description

106~ Ind Goals

This node provides insight from the interviewees on what they determined to
be their individual goals at the company they have left.

107~ Company Goals

Company related goals as determined by each of the interviewees and from
their perspective.

108~ Like most

Liked most - describes what each interviewee liked most about the previous
company they worked for and were not limited to anything specific.
Interviewees had freedom to answer accordingly.

109~ Like least

Liked least - describes what each interviewee liked least about the previous
company they worked for and were not limited to anything specific.
Interviewees had freedom to answer accordingly.

80~ Potential opptys

Potential opportunities each interviewee identified within driving distance.
response was based on a number of opportunities and did not identify any
opportunities by name.

90~ Sales recruiting

Sales recruiting describes the type and amount of recruiting each interviewee
has encountered while in their current and previous sales roles. Recruiting is
defined as an attempt to lure an interviewee away from their current job.

95~ Why are you with
your present

Why are you with your present company identifies the main reason an
interviewee is with their current employer.

First pass auto code
01~ Number of years in
Sales

Represents the number of years each interviewee has been in sales

10 plus years

sub-node of number of years in sales representing 10 or more years in sales

less than 10 years

sub-node of number of years in sales representing 9 or less years in sales

02~ Number of sales
positions held

Represents the number of sales positions each interviewee has held during
their individual sales career to date.

3 or less

sub-node of number of sales positions held representing 3 or less sales
positions held.

4 or more

sub-node of number of sales positions held representing 4 or more sales
positions held.

100~ Anything missed

This is from the last question of the interview where the interviewee was asked
if there was anything from their perspective that was missed in the interview
or anything they would like to add.

94

Name

Description
Company

sub-node of anything missed and focuses on comments from the interviewees
regarding the company in general

Pay

sub-node of anything missed and focuses on comments from the interviewees
regarding pay/compensation in general

People

sub-node of anything missed and focuses on comments from the interviewees
regarding thepeople within the company they worked with.

101~ WE-facility

Work environment-facility. This node targets comments made by the
interviewees that focus on the facility they work in. This includes the
geographic neighborhood, building, personal workstations, etc.

Negative

sub-node of work environment facility. Comments from interviewees were
negative in nature.

Neutral

sub-node of work environment facility. Comments from interviewees were
neutral in nature.

Positive

sub-node of work environment facility. Comments from interviewees were
positive in nature.

102~ WE-tools

Work envirionment-tools. this node describes the tools used by the
interviewees within each sales organiziation and can range from hardware to
software both internal to the company or external for all to use.

Negative

sub-node of work environment tools. Comments from interviewees were
negative in nature.

Neutral

sub-node of work environment tools. Comments from interviewees were
neutral in nature.

Positive

sub-node of work environment tools. Comments from interviewees were
positive in nature.

103~ WE-op support

Work environment - Operational support. This node measures the level of
operational support interviewees received during their work hours.
Operational support are considered all of the activities performed by other
departments such as sales engineering, marketing, training, etc.

Negative

sub-node for work environment operational support where comments from
interviewees were negative in nature.

Neutral

sub-node for work environment operational support where comments from
interviewees were neutral in nature.
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Name

Description
Positive

104~ Direct Management

sub-node for work environment operational support where comments from
interviewees were positivel in nature.
Direct Management is the feedback provided by interviewees pertaining to
management each interviewee had contact with. Levels can range from
immediate supervisor to two levels above.

Non-supportive

sub-node for direct management where comments from interviewees showed a
non-supportive sentiment from direct management.

Supportive

sub-node for direct management where comments from interviewees showed a
supportive sentiment from direct management.

105~ Main reasons Left

Controllable

This node identifies from the interviewees the main reason why they left their
previous company. Interviewees were asked to provide one main reason from
the discussion/interview.
sub-node for main reasons left where comments from interviewees showed a
controllable sentiment for the main reasons left.

Non-Pay

sub-node for main reasons left, controllable where comments from
interviewees expressed a non-pay sentiment for the main reasons left.

Pay

sub-node for main reasons left, controllable where comments from
interviewees expressed a pay related sentiment for the main reasons left.

Uncontrollable

sub-node for main reasons left where comments from interviewees showed a
un-controllable sentiment for the main reasons left.

106~ Ind Goals

This node provides insight from the interviewees on what they determined to
be their individual goals at the company they have left.

Company

This node provides insight from the interviewees on what they determined to
be their individual goals at the company they have left and are more focused
towards the company.

Attainable

Personal

107~ Company Goals

This node provides insight from the interviewees on what they determined to
be their individual goals at the company they have left and are more focused
towards the company and are attainable.
This node provides insight from the interviewees on what they determined to
be their individual goals at the company they have left and are more personal
focused.
Company related goals as determined by each of the interviewees and from
their perspective.
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Name

Description
understood

Sub-node - Company related goals as determined by each of the interviewees
and from their perspective and are understood as communicated from the
interviewee

vague

Sub-node - Company related goals as determined by each of the interviewees
and from their perspective and are vague as communicated from the
interviewee

108~ Like most

Liked most - describes what each interviewee liked most about the previous
company they worked for and were not limited to anything specific.
Interviewees had freedom to answer accordingly.

EnvironmentPurpose

Sub-node of like most that focuses on the work environment within the
organization they left

People

Sub-node of liked most at previous company. This node focuses on the replies
from interviewees and the people of the organization.

109~ Like least

Liked least - describes what each interviewee liked least about the previous
company they worked for and were not limited to anything specific.
Interviewees had freedom to answer accordingly.

Environment

Sub-node of liked least. This node focusess on the replies of the interviewee
and what they like least about the environment they worked in.

Future

Sub-node of liked least. This node focuses on the replies of intervieweess and
their feelings toward their future at their previous company.

201~ WE-facility

2nd job left - Work environment-facility. This node targets comments made by
the interviewees that focus on the facility they work in. This includes the
geographic neighborhood, building, personal workstations, etc.

Negative

2nd job left - sub-node of work environment facility. Comments from
interviewees were negative in nature.

Neutral

2nd job left - sub-node of work environment facility. Comments from
interviewees were neutral in nature.

Positive

2nd job left - sub-node of work environment facility. Comments from
interviewees were positive in nature.

202~ WE-tools

2nd job left - Work envirionment-tools. this node describes the tools used by
the interviewees within each sales organiziation and can range from hardware
to software both internal to the company or external for all to use.
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Name

Description
Negative

2nd job left - sub-node of work environment tools. Comments from
interviewees were negative in nature.

Neutral

2nd job left- sub-node of work environment tools. Comments from
interviewees were neutral in nature.

Positive

2nd job left - sub-node of work environment tools. Comments from
interviewees were positive in nature.

203~ WE-op support

2nd job -Work environment - Operational support. This node measures the
level of operational support interviewees received during their work hours.
Operational support are considered all of the activities performed by other
departments such as sales engineering, marketing, training, etc.

Negative

2nd job left - sub-node for work environment operational support where
comments from interviewees were negative in nature.

Neutral

2nd job left - sub-node for work environment operational support where
comments from interviewees were neutral in nature.

Positive

2nd job left - sub-node for work environment operational support where
comments from interviewees were positivel in nature.

204~ Direct Management

2nd job left - Direct Management is the feedback provided by interviewees
pertaining to management each interviewee had contact with. Levels can range
from immediate supervisor to two levels above

Non-Supportive

2nd job left - sub-node for direct management where comments from
interviewees showed a non-supportive sentiment from direct management.

Supportive

2nd job left - sub-node for direct management where comments from
interviewees showed a supportive sentiment from direct management.

205~ Main reasons left

2nd job left - This node identifies from the interviewees the main reason why
they left their previous company. Interviewees were asked to provide one main
reason from the discussion/interview.

Controllable

2nd job left - sub-node for main reasons left where comments from
interviewees showed a controllable sentiment for the main reasons left.

Un-controllable

2nd job left - sub-node for main reasons left where comments from
interviewees showed a un-controllable sentiment for the main reasons left.

206~ Ind Goals

2nd position left -This node provides insight from the interviewees on what
they determined to be their individual goals at the company they have left.
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Name

Description
Company

Sub-node - 2nd position left -This node provides insight from the interviewees
on what they determined to be their individual goals at the company they have
left. Replies focused on company goals

Personal

Sub-node - 2nd position left -This node provides insight from the interviewees
on what they determined to be their individual goals at the company they have
left. Replies focused on personal goals.

207~ Company Goals

2nd position left - Company related goals as determined by each of the
interviewees and from their perspective.

Understood

2nd job left - Sub-node - Company related goals as determined by each of the
interviewees and from their perspective and are understood as communicated
from the interviewee

Vague

2nd job left - Sub-node - Company related goals as determined by each of the
interviewees and from their perspective and are vague as communicated from
the interviewee

208~ Like most

2nd job left - Liked most - describes what each interviewee liked most about
the previous company they worked for and were not limited to anything
specific. Interviewees had freedom to answer accordingly.

EnvironmentPurpose

Sub-node - 2nd job left - Liked most - describes what each interviewee liked
most about the previous company they worked for and were not limited to
anything specific. Interviewees had freedom to answer accordingly.Replies
focused on the work environment

People

Sub-node - 2nd job left - Liked most - describes what each interviewee liked
most about the previous company they worked for and were not limited to
anything specific. Interviewees had freedom to answer accordingly.Replies
focused on the people.

209~ Like least

2nd job left - Liked least - describes what each interviewee liked least about
the previous company they worked for and were not limited to anything
specific. Interviewees had freedom to answer accordingly.

Environment

Sub-node - 2nd job left - Liked least - describes what each interviewee liked
least about the previous company they worked for and were not limited to
anything specific. Interviewees had freedom to answer accordingly.Replies
focus on the environment

Future

Sub-node - 2nd job left - Liked least - describes what each interviewee liked
least about the previous company they worked for and were not limited to
anything specific. Interviewees had freedom to answer accordingly.Replies
focus on the future
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Description

301~ WE-facility

Positive

302~ WE-tools

Positive

304~ Direct Management

Supportive

305~ Main reasons left

Un-controllable

3rd job left - Work environment-facility. This node targets comments made by
the interviewees that focus on the facility they work in. This includes the
geographic neighborhood, building, personal workstations, etc.
3rd job left - sub-node of work environment facility. Comments from
interviewees were positive in nature.
3rd job left - Work envirionment-tools. this node describes the tools used by
the interviewees within each sales organiziation and can range from hardware
to software both internal to the company or external for all to use.
3rd job left - sub-node of work environment tools. Comments from
interviewees were positive in nature.
3rd job left - Direct Management is the feedback provided by interviewees
pertaining to management each interviewee had contact with. Levels can range
from immediate supervisor to two levels above
3rd job left - sub-node for direct management where comments from
interviewees showed a supportive sentiment from direct management.
3rd job left - This node identifies from the interviewees the main reason why
they left their previous company. Interviewees were asked to provide one main
reason from the discussion/interview.
3rd job left - sub-node for main reasons left where comments from
interviewees showed a un-controllable sentiment for the main reasons left.

306~ Ind Goals

3rd position left - This node provides insight from the interviewees on what
they determined to be their individual goals at the company they have left.

308~ Like most

3rd job left - Liked most - describes what each interviewee liked most about
the previous company they worked for and were not limited to anything
specific. Interviewees had freedom to answer accordingly.

People

309~ Like least

Environment

Sub-node - 3rd job left - Liked most - describes what each interviewee liked
most about the previous company they worked for and were not limited to
anything specific. Interviewees had freedom to answer accordingly. Repliues
focus on the people
3rd job left - Liked least - describes what each interviewee liked least about
the previous company they worked for and were not limited to anything
specific. Interviewees had freedom to answer accordingly.
Sub-node - 3rd job left - Liked least - describes what each interviewee liked
least about the previous company they worked for and were not limited to
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Description
anything specific. Interviewees had freedom to answer accordingly.Replies
focused on the environment.

80~ Potential opptys

This node describes the opportunities interviewees felt were available to them
in the Central Florida geographic region if they decided to leave their current
imployer.

Negative

Sub-node of potential opportunities. Interviewees desplayed negative feelings
and comments toward potential opportunities

Positive

Sub-node of potential opportunities. Interviewees desplayed positive feelings
and comments toward potential opportunities

90~ Sales recruiting

Node provides insight from the interviewees on the amount of recruiting they
encountered

Frequency

Sub-node of sales recruiting that focuses on the frequency interviewees are
recruited.

Sources

Sub-node of sales recruiting that focuses on the sources

95~ Why are you with
your present company

Node provides insight on why the interviewees are with their current company

Company

Sub-node - Node provides insight on why the interviewees are with their
current company. Replies focus on the company.

Pay

Sub-node- Node provides insight on why the interviewees are with their
current company. Replies focus on the pay interviewees receive

People

Sub-node - Node provides insight on why the interviewees are with their
current company. Replies focus on the people they work with.

Only replies
Only replies - AB

Interviewee replies only

Only replies-BY

Interviewee replies only

Only replies-CJ

Interviewee replies only

Only replies-ES

Interviewee replies only

Only replies-FB

Interviewee replies only
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Description

Only replies-JM

Interviewee replies only

Only replies-LW

Interviewee replies only

Only replies-MM

Interviewee replies only

Only replies-MP

Interviewee replies only

Only replies-MS

Interviewee replies only

Only replies-PV

Interviewee replies only

Only replies-SB

Interviewee replies only

Only replies-SH

Interviewee replies only

Only replies-SHU

Interviewee replies only

Only replies-AC

Interviewee replies only
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APPENDIX 4:
INTERVIEWEE DETAILS
Demographics

Gender

Interview 1
Interview 2
Interview 3
Interview 4
Interview 5
Interview 6
Interview 7
Interview 8
Interview 9
Interview 10
Interview 11
Interview 12
Interview 13
Interview 14
Interview 15
Summary
Gender
Organizations
within Driving
Distance
Sales Positions
Held

Female
Male
Male
Female
Female
Male
Male
Male
Male
Female
Female
Male
Male
Male
Male

Years in Sales

Six to 10 - 3

Number of
Inside Sales
Organizations
within driving
distance
3
5
2
2
6
3
6
4
10
10
3
9
20
5
5

Male 10

Female 5

One to
Three -4

Four to Six - 7

Two - 2

Three - 6
Eleven to Fifteen
-6
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Number of Sales
Positions held

Number of
Years in Sales

3
3
4
6
2
3
6
3
8
4
5
3
4
3
2

11-15
6-10
11-15
21+
6-10
6-10
16-20
11-15
16-20
21+
21+
11-15
11-15
21+
11-15

Seven to Nine - 1

Ten plus - 3

Four - 3
Sixteen to
Twenty - 2

Five - 1
Twenty One plus
-4

Number
of Inside
Sales
Positions
Left
2
2
2
2
2
2
3
2
2
3
2
2
2
2
2

Six plus 3

APPENDIX 5:
EMPLOYEE TURNOVER MODEL

Appendix 5. Employee Turnover Model. Reprinted from “Review and conceptual analysis of the employee turnover process” by
Mobley, W., Griffeth, R., Hand, H., and B. Meglino. (1979). Psychological Bulletin, 86(3), 493-522. (see Appendix 6
for APA permission exemption for this figure).
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APPENDIX 6:
APA PERMISSION EXEMPTION

Retrieved from https://www.apa.org/about/contact/copyright/index#not-required.
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